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Abt Assoc~ates Inc Evoluat~on of t he  PAPI Project 

Executive summary 

On September 29, 1990, USAIDReru and the Government of Peru (GOP) slgned a Project Grant Agree- 
ment for the Pohcy Analys~~, P h m g  and Implementahon Project (PAPI) The Agreement prowded for 
up to $7 15 W o n  for a range of actrvlhes to support economc pohcy reform m the country, with a 
Project Assstance Complebon Date (PACD) of March 30,1995 

The General Secretanat of the Pres~dency of the Repubhc (Secretarriz General & lia Pres* de ,h 
Repliblzca, SGPR) was des~gnated as the lead unplementmg agency, respons~ble for recemng, revlmg, 
p n o n m g  and asslstmg m carrying out requests for techmc.1 studes/assstance and trammg from GOP 
agenaes concerned wth the design and mplementahon of pohcy reform -The Project Grant Agreement 
also prowded for a Techcal Umt (TU) estabhshed and financed under the project to support the 
SGPR m carryrng out IS project-related functions The prinupal counterpart on the p n w  sector s~de 
was the Nat~onal Confederaaon of &mate Busmess Instituhons (CONFIEP) Under a long-term contract, 
an Instltuhonal Contractor (IC) was respons~ble for respondmg to requests for assistance by p h g  
and organmng project acmhes, contracmg speclalued techmd and tramng personnel, and admin~s- 
temg project resources 

The project started offiaally m March 191 ,  wth mhal ac t~bes  managed duectly by USAWPeru and 
the SGPR's Tedmcal Unit USAID/Peru awarded the contract for the Insbtuhond Contractor acmty m 
March 1 9 2  In response to the pohhcal events of Apd 5, 1992 (the closmg down of Congress), USAID 
suspended project unplementauon unt.1 December 192 ,  the IC s Chef of Party finally armed in Sep- 
tember 1993 Implementahon of the full range of project acnvlties did not start unbl late 1 9 3  In July 
1 9 3 ,  USAID ssued a Project Implementation Letter (PIL #8) wh~ch sh~fted most of the technical re- 
sponslb&ty to the TU, leaving the IC m effect with only a d m h s m e  and procurement dub6 The con- 
tract wlth the IC, however, was not changed to reflect these changes 

A rmd-course maagement rmew of the PAP1 project m August 1994 recommended refocusing the proj- 
ect on new pohcy pnonhes and s t r h g  its admustratrve procedures Amendment No 5 to the 
Project Grant Agreement, signed m March 1 9 5 ,  reflected some of these recommendahons, but prima- 
dy confirmed and expanded the changes outlined mPIL #8 The contract wth the IC was modified to 
strengthen its capabihhes m adrmnistration, procurement and budgetary oversight The IC continued to 
provlde both technical gwdance and admuristrahve support to the prnate sector countagart, CONFIEP 

Evaluation mandate and approach 
As the PAPI project draws to a close, the task at hand a to assess the performance of the project m 
terms of contnbuhonq to the Government of Peru and the prrvate sector m therr efforts to dwelop 
sound economc pohaes and m terms of the &aency of the project s structure and management 
More spedfim, the eduatlon of PAP1 was to assess (a) the performance and Impact of PAPI project 
acuwhes, particularly techrucal assatance, m achemg project objectrves (-act on economc pohcy 
reform), (b) progress aheved by the project m developmg the capabil~ty to cany out ~ t s  mended 
functions, (c) the appropriateness of the bas~c project design, and (d) lessons learned from this proj- 
ect 

The evalumon team comprised two members, a development economst and an mstltuhonal develop- 
ment speclabst, who spent about I5 days m Lima for data coff echon, analys~s and drafting of a work 
plan and of the evaluauon report Gwen the tlght time frame for the emluauon, the approach cons~sted 
of a combmaon of mtemews wlth key mforrnants and revlew of docurnentauon The team also used 
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speual tab&ons of charactenshcs of PAPI-supported achvlhes from the Inshtuhonal Contractor, and 
carned out some h t e d  analys~s of the adab le  data The team worked wth IJSAID/Peru m ~ d e n w g  
the appropnate key mformants, Mmon staff set up the actual lntervlews 

Concluszons Perfomance and impact 
Conclus~on #1 The project has contr~buted appreciably to the des~gn and unplementabon of pohcy 
reform 

Concluslon #2 The project has enabled GOP enbhes to address lssues and needs that were d&cult to 
deal wth under other fundmg vehicles, and has offered a flexlble and qurck-response mechanism for 
respondma to these needs that IS rare m the panoply of support opbons 

Conclusion #3 The project has contnbuted to the emergence of a pnvate sector advocacy role, but has 
faded m estabhshmg a sahsfactory dlalogue between 11s own prime and pubhc sector acmhes 

Conclusron #4 On the whole, project actmtm have been techntcally sound 

Conclusion #$ Project acmhes have not been sulliuently mtegrated mto the overall purswt of poky 
pnonbes w i t h  the USAID Mssion 

Conclusion #6 The PAP1 project's achtevements m terms of its EOPS cntena (outbed m Amendment 
No 5 to the Project Grant Agreement) have been uneven 

Conclussons Project management and zmplementatzon 
Concluslon # 7 The project has lnvolved a broad range of COP enhhes 

Conclusion #8 The project structure IS complex, even after the attempts at s t r eamhg  under Arnend- 
m a t  No 5, and a confusrng for the execuhng agenaes 

Concluslon # 9 The structure of project rmplementation has q a e d  USAD s partlapahon m pohcy 
ddogue 

Conclusion # 10 Poor cornmurumon between members of the PAP1 team has reduced the &cacy of 
the project and has resulted m poor morale USAiD contnbuted to the confus~on by issumg a Project 
Implemenmon Letter that entatled a major reahgnrnent of responabhhes without moddymg the tech 
mcal assstance contract accordmgly As a result, for almost two years two project enbhes - the TU and 
the IC - could pornt to a mandate from USAID for havlng the lead responslbhty on techmcal ~ssues 

Conclus~on # 11 The management of project funds as a semannual ' sweepstakes" or cornpeation has 
severely unpaued the abdity to use project support m a programmatic faduon (for example, comblmg 
research, tmmg,  consensus b d h g  and &ssemnatlon) The result has been a collection of a fmly 
large number of (mostly) useful activities, but a coherent thrust that would opurmze pohcy unpact has 
been lachq 

Conclusion # 12 There a no clear strateg~c framework or speafic cntena used for the selechon of ac 
ttvlhes to be funded wthm the context of the COP 5 overall development pohcv pnontles 

Lessons learned 
Lesson #1 A project provldmg a flooble qtuck-response mechanrsm to allow government agenaes lo 
address cnucd Issues as tha mse m the process of artdatmg and unplementmg pohcv reforms IS a 
valuable element of overail dwelopmenl assstance 

Lesson #2 Properly used, such a project can advance USAID/Peru s pohcy reform agenda by address- 
mg pnonues w h  selected Strategc Objectrves, dnd complernentmg poho ~ o r k  wdun Strategic O b  
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jectrves by focusmg on cross-cumg themes and areas of common pnontm If the necessary process of 
revlew and gwdance across vanous Stratqc Objectms s too cumbersome and meffecbve, p e n  tune 
and resource constrmts w1tlu.n the SO Teams for such funchons, a focus on a slngle Strategx Objectlve 
is essential 

Lesson #3 %s type of project places a premum on s w c  management procedures to ensure a 
common understandrng of pnonhes and procedures among all parimpants Smce pohcy pnontm 
change over tune, especlaUy m a penod of rapid translbon, such a project needs a bdt-m capabihty to 
renew spedc  objecmes and areas of concentrahon, and reuse them as necessary on a conbnumg ba- 
a s  W~thout this capabfity for stmbqgc management, objectwes once appropriate may no longer apply, 
allowmg for a softemg of the project focus, and the possible mcluslon of act~ties that may be valu- 
able, but do not reflect current pohcy pnonbes 

Lesson #4 To r&e the potentd of such a project as a vehlcle for strengthemng its poltcy &alogue 
wth the COP and advanung its pohcy agenda, USAID/Peru needs to =tam beet control over what- 
ever structure is used to set and monltor substantwe hechon for the project, and to ensure adequate 
human reso~ces  for both technical and adrmolsvatlve tasks A "hands-OR' approach en& the nsk of 
spendmg assistance resources on actmities that reiate margtnally to the hhssion strategy Relying prim=- 
dy on USAID-funded counterparts for stmqic leadership compltcates matters, because that group s 
nather fully part of the COP structure, nor subject to USAID oversight The project management struc- 
ture that has emerged under the PAP1 project has proved meffechve for promotmg USAID/Peru-GOP pol- 
~ c y  ddogue 

Lesson #5 If a ' mmh" system is used in b s  type of project (that IS, selechon of acthrlties kom re- 
quests after sohatauon), proactwe outreach is reqwed to encourage submssions that reflect pohcy 
pnontles, and to make certm that potenbal apphcants have a clear understandtng of these pnonhes 
and the assouated selection mtena 

Lesson #6 Even m a row2 system, a mechamsm should be put m place to allow for more program- 
mauc support (follow-up or the cornbmatlon of research, tmnmg, consensus-bulldmg and hemma-  
uon) m appropnaie sltuatlons 

Lesson #7 Techmcal guidance and momtonng as well as a b s t r a h v e  gwdance should be straight- 
forward and sunple, thus reduung costs and confusion and facdmtmg bem lnternal communicahons 
and closer momtoring by USAID/Peru 

Lesson #8 In the Peruvlan context, fundmg pubhc and private sector actlvlbes under one Prolect 
Grant Agreement, but separahng the entlhes supervlslng the acmties, has the potential of creahng fnc 
tlon and hampering rather than promoang construme policy dialogue between the two partners That 
m a y  be less of an Issue If both techcal duection and admstrahon are more closely controlled by 
USAlD/Peru 1tself 
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CONASEV 
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DEG 

/ DCU 

EOPS 

GOP 

IC 

IMF 

INP 

IR 

MEF 

PACD 

PAP1 

PIL 

SGPR 

Glossary 

Pens~on Fund A h s t r a t o r s  

Central Reserve Bank (BCR) 

Boston Inshtute of Developrng Econormes 

Inter-rrrrmstenal Comrmttee for Economc and F I I K ~ ~ U ~  Affatrs 

Stock exchange supmory cornrmssion 

Devdoplng Econormes Group 

Donor Coordulatmg Umt 

End-of-Project Status (EOPS) 

Government of Peru 

Inshtuhonal Con tractor 

Intem&onal Monekuy Fund 

(USAID) Inmedmte Results 

Muustry of Economy and Flnance 

Project Assistance Complehon Date 

Pohcy Analysis, Plannmg and hplementat~on [project] 

General Secretanat of the Pres~dency of the Repubhc (Secretam Cen- 
erd& llz PresrdenczQ de la RepZitrlzca), also referred to as SEP m 
early project documents 

small and mechum-sued enterprises 

Urn& Nations Dwelopment Program 

US Agency for InlemaUond Dwelopment. sometunes also referred to 
asAID 
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1.0 Introduction 

1 1 Background 
On September 29, 1990, USAID/Pem and the Government of Peru (COP) slgned a Project Grant Agree- 
ment for the Pohcy Analysis, P h g  and Implementahon Project (PAPI) The Agreement provlded for 
up to $7 15 d o n  for a range of actrvlhes to Support economc pohcy reform m the country, with a 
Project Assistance Complehon Date (PACD) of March 30,1995 

The design of the project focused on respondzng to requests kom a broad range of government agen- 
aes, as well as the prrvate sector, for assistance m vanous actrvlhes related to economc pohcy formula- 
hon and unplementahon Ehgble acmoes compmed p m d y  stuhes, trauung, and hsemhhon 
efforts, and k t e d  mshtuhond capauty burlding On the pubhc sector side, the project Agreement 
identdled the hhustry of Economy and Fmance (MEF) , the National P h g  Inshtute (INP) , the Cen- 
tral Reserve Bpk (BCR), and the General Secretanat of the Presidency of the Repubhc (Semtaria Cen- 
md & Ib Preszdencta de la R e ~ l z c a ,  SGPR)' as pmary counterparts An Inter-mmistenal Committee 
for Economic and Fmancla.1 A£fms (CIAEF) was to serve as the project's "Board of Drectors " The 
CWF had the respons~bhty for project p b g ,  estabhhmg pnonhes, and approvmg annual and 
quarterly plans The SGPR was designated as the lead ~mplementmg agency, responsible for recervmg, 
revlmg, pnontmng and assfimg m the ~mplmenlahon of requests for tecluucal stu&es/assistance 
and trauung, and for "assuring the @ty standards of all project-related assstance " The Project Grant 
Agreement also prowded for a Techcal Unit (TU) estabhshed and financed under the project to sup- 
port the SGPR m carrying out its project-related funchons The pmupal counterpart on the prrvate sec- 
tor s~de was the Nahonal Confedemon of Private Busmess Inshtuhons (CONFIEP) 

The Project Grant Agreement prowded for a long-term contract wth a pmate firm, the Insmtional Con- 
tractor (IC), responsible for responding to requests for asslstance by p h g  and organivng project 
acmoes, contrachng sgecidued technical and tmnhg personnel, and admimtermg project re- 
sources The Project Grant Agreement also spec~fied techmcal assstance/stud~es for suppomg the es- 
tabhshment of a donor coordmatmg mt (DCU), charged wth the responsibhty of coordmamg other 
donor actmy (such as the Inter-Amencan Development Bank, the UNDP, and the World Bank) 

1 2 A brief history of the PAP1 project 
The project started offiually m March 1991, wth hhal actMbes managed duectly by USAID/Peru and 
the SGPR's Techmcal Urut to avoid delays in project start-up while wttng for the sdechon and amval 
of the Inshtuhonal Contractor Channehg project resources through a dtrect USAID/Peru qlementa- 
hon h e  im, the project Einanced studies requested by the Mhstry of Economy and Finance During 
this penod the P WI project u a  the onlj source of funds awlable to help the LOP in h e  design and 
mplemenmon of its economc reform program auned at rnacroeconomc s t abwon ,  whrch included 
its negohaon of a R~ghts Accumuiatlon program wth the Internmonal Monetary Fund (IMF) At that 
time, arrears wth the World Bank group made Peru melqyble for recemng hancmg from those 
sources 

In March 1332, UW/Penl awarded the contract for the Inshtutronal Contractor acmty to the Develop- 
ing Economes Group (DFG), a jomt venture of Development Alternatives, Inc and the Boston Institute 

The Project Grant Agreement actuallv uses the deslgnauon Secretarv of the Presidency (Secretam de la Presidencw SEP) 

May I997 



Abt Assoc~ates Inc Evaluat~on of the PAPI Project 

of Developmg Economes (BIDE) 2 Before the resrdent IC team members could move to Peru, however, 
the pohhcal events of Apd 5, 1 9 2  (the closmg down of Congress) led to a suspension of US govern- 
ment-to-government assistance to the COP, puttmg the IC component on hold 

The PAP1 project &d contmue support to pnvate sector ~rut~at~ves through CONFIEP, usmg r e m m g  
funds m the drrect USAIDPeru lmplementatlon h e  Item The project also supported h t e d  t r m g  to 
support the COP s pnvamaon process and d u n c e  the economc knowledge of members of Congress 

In December 1 9 2 ,  USAID/Peru approved resumphon of full lmplementahon of the project, lncludrng 
the deployment of the IC The Deputy Chlef of Party of the IC started work, and some amhes pro- 
ceeded, but secur~ty concerns delayed the clearance for permanent residence m Peru for the IC's Chef 
of Party He finally m v e d  m September 1993, three years after the Project Grant Agreement had been 
signed The traumg officer of the IC also started work m September 1993 Smce the use of most of the 
PAPI project funds was dependent on an approved work plan: as well as its supemson, 1mp1ement.a- 
tion of the full range of project achvlhes &d not start untd late 19% - 

A md-course evaluahon of the PAP1 project m August 1994 conhmed USAID/Peru s concerns about 
overly complek prolect Impiementauon procedures, as well as about the imbalance between admmstra- 
hve costs and resources made avatiable for project mplemenmon The d u a h o n  recommended refo- 
cusmg the project on new pohcy pnonoes and streamhung rts  admuustrahve procedures, If the project 
were to be extended In Amendment No 5 to the Project Grant Agreement, signed m March 1 9 5 ,  
USAWPeru and the GOP agreed on an extension until March 3 1, 1 9 7 ;  and shrfted most of the ted.1- 
mcal responslbhty for project mplementauon on the pubhc sector side to the Techc-1  Umt, wluch 
was brought back to ~ t s  o n p a l  strength by the addIhon of two economsts ' h h n g  the IC to admuus- 
tratlve support The Inshtuhond Contractor conmues to provlde both techrucal guldance and a h -  
i s m v e  support to the pnvate sector counterpart, CONFIEP 

1 3 The mandate for this evaluation 
As the PAP1 project draws to a close, the task at hand 1s to assess the performance of the project m 
terms of contribuuons to the Government of Peru and the pnvate sector m h e x  efforts to develop 
sound economc pohaes and m terms of the efRc~ency of the project s structure and management 
More speufically, the evaluaon of PAP1 is to assess (a) the performance and rmpact of PAP1 project 
acuvltres, particularly techmcal assistance, m achrevmg project objectrves (impact on economc pohcy 
reform), (b) progress acheved by the project m developmg the capabhty to cany out ~ts intended 
funcuons, (c) the appropriateness of the bast project desrgn, and (d) lessons learned from tfus proj- 
ect The evalmon wdl cover overall project unplemenmon from mcepoon, but wrll place special em 

The contractor team also Included Development Associates as a subcontractor wth the result that each of h e  three res~dent team 
members was an emplovee of a ddferent companv 

' There are some dtfferent lnterprelauons about h s  potnt Lnder the terms of the Project Grant Agreemew the inst~tuuonal con 
tractor was respons~ble for adminrstenng prolea resources (other than those In the hrect USAIDReru ~mplementauon bne item) AI 
the same tlme the CIAEF whch had the respons~btlttv for appronng m u d  and quanerly plans had met onlv once In Apnl 1993 
and thus had not approved anv plans or projects after that date Project Implementmon Lener 'ro 8 ( July 30 1993) removed the 
requrement of ClAEF approval and made rt possible to move forward on acunhes 

Smce h e n  h e  PACD has been extended to June 30 1997 and IS l~hely 10 be extended further to December 31 1997 
' The Project Grant Agreemenl supulated ha t  the Techrud ['nit be stdfed bv a Ch~ef Econom~st/Corrdmator and two experienced 
econom~sts That WJS the staffing from 1991 lo 1993 In 199s LWD hm~ted suppon to financ~ng the TL ctuef Amendment No :, 

In 1995 restored fundrng and allowed for the h n n g  of two economlbo 

Most of the Ley changes In Amendment Yo 5 had already been supulated tn Project lmplernentauon Letter hto 8 lssued July 30 
1993 but h e  contract wth the Insutuuonal Contractor had not been amended 10 reflect these changes unul 1995 
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phasis on events that occurred after completton of the rmd-course evaluahon whch was undertaken m 
August 1994 

The evaluation is to address the followmg items 

Perfomcam and zmpact 
How does actual project performance compare to design plans for achmng the project pur- 
pose of lrnprovmg GOP economc poky formulation? To what extent has the project accom- 
phhed ~ t s  stated purpose? Summarize project accomphshments to date Has the project ad- 
dressed pnonv economc poky concerns of the COP and the pnvate sector? What has been the 
project contnbuhon to the achrevement of USAID/Peru's Stmkgic Objectives? The team should 
clearly  dent@ the external factors that dluenced the project's successes or failures 

In regards to GOP unplementahon of poky recornrnendahons, havg the project's pohcy-related 
stuhes been suftiaently focused and apphed to aclueve the project's pohcy dmlogue and re- 
form goals? Have the traimg achvihes m e d  out m support of the public and private sector 
had the proposed unpact? How effechve and opportune have been the implementahon of pohcy 
studxes and t ramg actmities m r&on to the GOP needs? 

Remew the Impact, drrect or mdrrect, of the kchmcal assistance provlded by PAPI to the GOP 
and the prrvate sector through 

- the SGPEUkdmcal Umt 

Is the project's evaluahon and morutonng system hked to USAID/Peru's Strategc Objechves 
and Intermedm Results?Assess the appropriateness of the quanhtahve and & W e  method- 
ologm used to measure the lmpact of the techma1 studies/assfitance and trauung components 
on local and nmonal development, and on the achevement of USAlD/Peru's Strategic Objec- 
hves? If not deemed approprate, what altername methodologm are recommended? 

Now that other projects of USAWPeru are supporhng pohcy actrvihes m health, enwonment, 
etc , and other donors are supplying finanual resources to the COP m far greater amounts than 
the PAP1 project ~s, what ~s PAPI's compehhve advantage relabve to these other mterventions? 

Management and tmplementation 
What is the role of the project lmplementmg Units - SGPR and CONFIEP? Do they provide guid- 
ance on project rmplementation and overall hechon of the project and long-term strategic 
planmg' 
Does the project s present oqamahonal structure fadtale or hamper implementation of the 
dcuvlues, I e , techcal stu&es/assatance and tramng? Is the organumonal structure effectwe? 
If deemed meffecwe, how can the structure be enhanced' 

Opme on how effecwe has the coopemon been between the IC and the TU, in working among 
themselves, and wth the SGPR, CONFEEP and USAID/Peru, as well as the Wstnes, other GOP 
sectoral paruupants, and CONFIEP-mated associations' 

4re project financed human resource levels adequate for project management and implements- 
bon? Are project staffing lwek suflFiclent for ahevmg project objecDves? Is the cham of com- 
mand appropnate? If not, what actions can be taken to enhance 

USAID/Peru project managemenVcoordmahon~ 
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The hason of the Techmcal Office wth COP sectors? 
- IC lmplernentatlon of project ach~heS? 

5 Revlew the procedures employed under the PAP1 project to pnonhze techcal stud- 
i&assistance and tramng proposals Have they resulted m stuhes and tmmng that address 
pnonty economc pohcy concerns of the GOP and the pnvate sector? 

6 Assess the effectweness of project ~mplementabon procedures regardmg 

subrmssion of actmty proposals, 

length of the reflew process and selechon of proposals to be unplemented, 

preparabon of terms of reference for pohcy stuhes and tmmng requests 

nuhd preparahon by m h ~ d u a l  pubhc sectors 

later re£inement by project staff, 

i convoahon for competihon, 

budget negohahon and assignment per actmty, 

sekcbon of consultants and t r m g  providers, 

terms of the condmons stated m the consultants' contracts, 

complehon of consultant reports or trammg programs, and 

GOP unplementahon of poky achons based on study h l n g s  and recommendaUons 

C Lessons learned 
Lessons learned should be clearly stated These should (a) Include a drscussron of the deslgn, tech- 
mques or approaches employed m canylng out the PAP1 project that proved effectwe and Irkely to be of 
prospecme use, (b) of those that were not effechve and should be changed, and how, and (c) address 
the effects of the project s actlwtles on major Peruwan and IISArDReru mshtu~onal rehonshlps 

1.4 The evaluation approach 
The evaluation team comprised two members, a development economist and an mt~tutional develop- 
ment speclalist, who spent about 15 days m Ltma for data collechon, analysfi and drafting of a work 
plan and of the evaluarion report Given the tight tune frame for the evaluation, the approach consisted 
of a combmanon of Interviews wth key dormants and revlew of documentation The team also used 
qwcral tabulauon~ of charactensbcs of PAPI-supported acttwtlec from the Inshtuuond Contractor and 
carned out some bled analys~s of the avahble daia The qproach reflece the requrrements of thc 
Scope of Work It IS further described m the Workplan subnutted to USAID/Peru three days after the 
team w e d  m Lrma (Annex B) 

The team worked w~th USAIDRem m ~ d e n w g  the appropnate key dormants, Mmon staff set up the 
actual mtemeus 
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2.0 Achievement of objectives - Performance and impact 

2 1 Design objectives and implementation structure 

Accordmg to the ongmal Project Grant Agreement, the goal of the Poky Analysis, Planrung and Imple- 
menmon project was "to bmg about economc stabhzatron and budd the foundation for renewed 
growth through unproved economc pohaes " Its purpose was "to assEt Peru m the development of 
sound economc pohaes, fachtaie policy dnlogue, and strengthen the poltcy making process " The 
Project Grant Agreement referred to the PAP1 project as a "fundamental ekment of A I D 's Countem- 
cohcs Strategy for Peru " 

The Project Grant Agreement hlghllghted the ptlmary objecbves of its overall strategy 

(1) ass~st Peru m stabhzing the economy, 

(2) proyde the foundanon for sustained econormc growth anth emphasis on the productwe pn- 
vate sector, and 

(3) help create viable employment opportumt~es for disenfranchtsed, margmal Income popula- 
hons, and for the re-entry of rural workers previously mvolved m coca produrnon Into the 
legal workforce 

Thus, the PAP1 project was created wth the idea of asslsbng the government in adewrg the goals of 
stabdua~on, onenbng its mml program of stutlles toward that purpose The objectrves of the govern- 
ment focused on correctmg pnce dlstomons, reducmg the negatrve prospects for mvestment, red-g 
the role of the pamapmon of the State m the economy, reestabhshg the lwel of foragn reserves, and 
aduevmg the reintegration of the Peruvian economy into the world financial markets With these meas- 
ures the government hoped to create a framework for generating suffiuent growth m the m&um term 
At the m e  of the project design, the environment left hale doubt as to strategic pnontres - the ur 
gency of the stabhmon task overshadowed all other lssues 

5mce then, project objec~ves have been realrgned wth USAlD/Peru s ernergtng Stmtegc Objecf~ves (see 
Annex A) Amendment No 5 to the Project Grant Agreement, signed m March 1995, provides the most 
recent statement of the End-of-Project Status (EOPS) sought 

Increased pohcy analysis capacity of the pubhc and prrvdte sectors 

Major GOP economc and social policy-mahg dedsions influenced by PAPl's technical stud- 
les/asslstance 

Improved publtc-prtvate sector pohcy dialogue 

2 2 Emerging prionties in the Government's agenda 
Before we evarmne the obpmves of the PAP1 project and the extent to h c h  they have been ahwed 
we need to consider the project context which has shaped objectives and defined opportuIllbes and 
constmts Peru has undergone profound changes in ~ts econormc poltdes durmg the last SIX years - 
from the more populrst pohaes of the Garaa Adrmnistration to a greater market approach by the Fup 
mon Admuustratton wh~ch took office III July 1990 

The Perwan authonhes have made s~@cant stndes over the past several years by leadmg the countrv 
back from the chaohc enwonmen1 of the Iate 1980s and early 1990s - s t a b h g  the economy, re- 
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stomg economc growth, reduclng state mterventlon m domesbc markets, curbmg the mternal secunty 
threat of terrorism, and rnakrng tangble lnroads m addressing the needs of those hwng m poverty 

Dumg the first half of the 1%0s, Peru experienced a drarm~c turnaround m 1t.s econormc perform 
ance The end of the precedmg decade had been charactenzed by hypemilahon h c h  contributed to 
a sharp drop m per capita GDP of some 30 percent, b m p g  the country back to the level of the early 
1960s The econormc program of the mcormng Fujlmon admmsmon sought to correct drashdy the 
btomons m relatme pnces by b g  pnce controls and cumg subsid~es, to lmpose heal dmplme, 
and to pursue monetary pohcles armed at pnce stabhty A serres of structural reforms complemented 
the stabhatlon efforts to lmprove resource allomon, promote the exploitation of the economy's 
comparahve advantage and remove obstacles to prime ~nvestment and econormc growth S t r u d  ad- 
justment ~ncluded the p m z a h o n  of state-owned enterpnses, the hberahhon of trade and financial 
markets, the estabhhment of clear rules of the game for foreign mvestment, and the deregulahon of 
labor markets 

i%e stabilization program 
The pmapaI heasures of the government s stabhahon program lncluded 

The lirmmon of pubhc expenhtures to the level of fiscal recapts and external hancmg 
avadable, ehnatlng the domeshc financmg of the deficit, 

The strengthmg of tax admmstrahon, mclucfing measures agamt tax evasion and the re- 
structuring of the tax system to focus on h e  tax sources - mcome, wealth, value added, se- 
lechvely on consumphon and rmports The a m o n  of the Supntendenczu N ' d e  
Admmstracdn Tnbutana (SUNAT) as an Independent msutuhon to strengthen the collec- 
uon of domesbc taxes was a key element of the reforms Smh-ly, the customs admimstrahon 
was coinp1ete.l~ restructured 

The elrrmnmon of subs~dles on pubhc servlces and petroleum products, with the subsequent 
liberalization of fuel pnces Smce the pnce adjustments m 1990, priung pohcy is m e d  at 
rnatntammg levels that reflect real values 

The h a o n  of prlce controls, leavmg pnce deterrmnmon to market forces 

The h a o n  of restrictions on salarv pohcies to allow wages to reflect budgetaq con 
straints 

The disrnanhg of multlple exchange rates and the estabhhment of a smgle floabng ex 
change rate 

The application of a stnct monetary pohcy aimed at reducing e o n ,  the gradual remonett- 
zation of the economv and the recovery of net foragn reserves In addiuon, the government 
hberahzed Interest rates and u~trodt~ced legslamn ro prohht pubilc sector financmg b\ the 
Central Banh 

These measures have succeeded m tnggenng an lmpresslve econormc recoverv The annual d o n  
rate dropped from 7,650 percent m 1990 lo 15 percent m 1994, and 10 percent m 1995, accordtng 
to recent data, 1996 regstered an 1 1 8-percent ~ntlatlon rate The recovery also halted the shde m m- 
comes Per caplta GDP began to Increase m 1993 at 6 5 percent, and grew at 13 percent m 1994 and 7 
percent m 1395 In response to a detenoratrng external accounts posruon m 1995, the authoribes 
tightened monetary and fiscal pohcy and econormc growth moderated, total CDP growth fell to 2 8 per 
cent m 1996, and per capla GDP increased bv only 0 8 percent W ~ t h  GDP expected to growth at ap- 
prowmately 5 percent m 1997 and 1998, accornpmed by W o n  m the smgle d@s, sustamable 
growth over the medun to long term appears w h  reach 
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Beyond stabdltzation 

M e  progress has been unpresslve, much remans to be done to ratse Income to earher levels and be- 
yond Estunates for 1 9 4  mhcated that only 17 percent of the labor force are adequarely employed, 74 
percent are underemployed and 9 percent are openly unemployed Moreover, Peru s mcome &stnbu- 
hon 1s among the most uneven m Lahn Amenca The poor, who make up appromately half of the 
country's populahon, recerve less than one thud of the nmonal mcome, the poorest ftfth of the popu- 
latlon recem only 5 percent of the total income 
Gwen the progress on the stabhmon front, other concerns have moved to the top of the government's 
econormc pohcy agenda, structural adjustment and the fine-tmmg of economc pohcies, e£forts to ad- 
dress the employment problem support to soual sectors, and public sector reform Whde the evaluation 
team cannot chm any rehable msights mto the GOP's pohcy agenda, we also noted that decentrab- 
hon a recemng considerable attenhon m a number of sectors 

Facal reforms resulted m mcreased tax revenues, from 4 6 percent of GDP m the first half of 1990 (5 9 
percent m the second quarter of 1990) to 13 percent m 1994 and 13 7 percent m 1995, wh~ch of 
course IS sbll low by mternahonal standards The target is to raise this percentage to 17 percent u n h  
the next few years A fundamental element of impromg tax collection was the mte~ention of SUNAT 
after the adophon of fundamental reforms that include the s~mplificahon of formahties of assessment 
and payment of taxes In h e  case of SUNAT, the PAP1 project has asslsted mth stud~es concerrung the 
design and mplernentaiion of new approaches to uncover tax evasion, such as a method based on m- 
put-output co&aents (tnsumo-producto) T ~ I S  method uses knowledge of mput requirements in spe- 
d c  mdustnal production processes to deterrmne whether reported mput costs are reasonable relatwe 
to producbon On the customs side, the Supertn-za N a c d  de Admzn~stracrdn de Aduanas 
(SUNAD) has also succeeded m lmpromg collec~on 
The rahonaluatxon of the pubhc sector made it possible to rem in pubhc expenditures Investment m- 
creased &om 16 5 percent of GDP in 1992 to 24 percent m 1995, pnmanly dnven by prnate mvest- 
ment, wide monal gross samgs mcreased by roughly 5 percentage pomts 

2 3 USAIDReru's evolvmg strategic framework 
As the GOP s economc poky pnOnh6 have wolved over m e ,  so has USAlD/Pem's dwelopment strat- 
egy This strategy currently comprises four Stratqgc Objectrves (SO) and a Speaal Objective The Strate- 
gic Objechves and the assouaied Intermednte Results (IR) and their indicators for FY 1997-2001 are 
shown m Annex A, but they contmue to evolve 

The set shown m Annex A reflects some developments kom the one used m recent assessments of the 
contribuhon of PAP1 project activities to individual SOs and Intermedfate Results m the most recent an- 
nual report of the T m c a l  Unit for the period endlng March 1997,7 as well as a special tabulation 
prepared by the USAlD/Pem Project Manager, dated February 5, 1996, the most recent statement of pro- 
ject-spechc object~ves m Project Grant Agreement hnendmenl No 5 of March 1995 also shows a dd 
ferent set of Straqc Oblecthres The outline of the current structure of the Mission's Strategic Obpc 

' I1 may not maner ail rhal much but it is worth noung that the Technrcal Urn& charged anlh t echn~d  gudance for the PAPI prolea, 
conunues lo work wth a set of Strateg~c Objecuves that is by now over a year out of date It ~llusuaies the point made below that 
momtonng of PAP1 prolea accomphshments IS not adequately ued Into the overall results momtonng of the ~Wsslon 

The Project Grani Agreemenl Amendment hsts h e  followtng five Svategic Objecuves of the W o n  
(1) Increased parnclpatlon o f  cluzens in democratic processes 

(2) Improved healrh of hlgh risk populanon 

(3) Increased food secunrv of  the extremely poor 
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hves and associated Intermedate Results and therr mdm.tors provldes a background for an assessment 
of the substanhve actual and potenhal contnbuhons of the PAP1 project, given the evolubon of the stra- 
tegc framework over the Me of the project, attemphng to trace mdmdual SOAR-speufic results and m- 
pacts for each of the actmbes financed would be rnappropnate 

2.4 Overall project impacts and achievements 
The overvlew of findmgs regardmg the q c t s  of the PAP1 project, how it has affected ~ t s  context, a 
orgamed around the key queshons rn the mandate for t h ~ ~  evaluation Sechon 3 addresses queshons 
related to management and process 

2 4 I Artzculatzng and implementingpolzcy reforms 

On balance, the PAP1 project appears to have achlwed an impressive record m helpmg COP enhhes (as 
well as private sector orgamat~ons) to arhculate, dmgn and rmplernent pohcy reform measures m a 
wde variety of sectors The PAPI project has provlded finance and other support to achmes mcluhg 

/ 

exploratory pohcy studies, 

preparahon of legislahve texts and other unplemenhng documentahon, 

strategrc management exeruses (mshtutIonal development), 

both local and external parhcipant trammg, and 

On the pubhc sector slde, the evaluahon team s COP mterlocutors who had recmed support under the 
PAP1 project for vanous acuvlhes charactenzed the contnbuoon v~rtually unanunously as useful Ac- 
cordmg to these represenmves, the PAPI-supported actmty ather enabled the respectrve COP enhty to 
carry out some mtellectual groundwork before launchmg mto new pohcy mhahves (e g , arhculahon 
of a comprehensive policy for promohng small and mcroenterpns@), to meet a parhcular gap m 
terms of experuse or resources to complement a pohcy program under way (e g , drafhng of l e p h v e  
or regulatory texts), to trarn key persomd m new technologm or approaches, or to develop new poh 
cles m a part~upatory manner, ernphasmng consensus-buddmg act~v~tles 

We have reached the conclus~on of signjf~cant contribuhons by PAPI-supported a m h e s  m full recop- 
bOn of the difficulty of attributing broader policy outcomes to specrfic lntervenhons Because of h i s  
ddficulty, we approached this crudal issue wth a considerable deal of skephasm regardmg asserted 
Idages Certainly, some of the claims of policy impacts of PAPI-supported actMhes m the aMilable 
documentatron may not be commensurate with the scale of these efforts For example, we suspect that a 
$19,000 study of new finanual Instruments for the Peruvian secunhes market IS unl~keh, to account bv 
ttreU for a ranqe of cpecific market development measure5 ated tn a project report wch as l o  

regulaoons govemg the issue of suborhate bonds (Bonus S u i x m i s W )  by banks and 
other hanclal mstituhons. 

(4) Increased lncomes and employment of the poor and 
(5) Improved envlronmenrai and natural resource management 

This &Hers from the currenr sel pnmanly in terms of Strategc Objecaves 3 and 4 wiuch now have been combmed 

9 Cf Lineamrentos Bas~cos de Polrttcapara h Promocrbn &h Pequeiia y Mfcro Empresa (hfITlNCl ppme) December 19% 

l o  CI Ln~dad Tecmca h f m d e S i L ~ d e ~ l 0  PAPlal30deSeltetnbrede 1996 Tomo I p 36 
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authomatlon for AFPs to mvest m these bonds, 

reguhons govemmg the issue of Pubhc Treasury Bonds, 

changes m r e g h o n s  govermg mutual funds and thw managers, 

changes m the cornmsion that CONASEV charges, 

provisions regardmg rahng organmlmns, 

regdaons c o n c m g  dmlosure and conbnung responshditm of share Issuers, and 

r e g ~ o n s  regardmg the treatment of shares lssued abroad 

Whde the study may have touched in some form on all of these aspects, it rs reasonable to assume that 
considerable pnor and subsequent effort was involved m bmgmg all of these regulatory acttons to h- 
hen 

The prepmon and ~mplementation of pohcy reform lnvolves many sources and many actrvihes, and 
assouahon does not mean causabty m achevrng certm outcomes Yet although we stdl queshon some 
of the more arfibiuous claims, we came away from our senes of mtervlews persuaded that PAP1 project 
support has made a Merence m many instances m accomphshg poky reform tasks 

At the same m e ,  we dso feel that linkages to pohcy reform have been rather tenuous m some of the 
actmhes For example, trmmg of educahon personnel m the promces m evaluation techruques may 
be a very valuable complement to oher refom m the education sector, but taken by rtself, appears 
somewhat removed from the core concerns of the project design In the absence of an appropriate am- 
twc h e w o r k ,  rt may be possible to construct a jush6cahon for such acmues, but rt remam ddicult 
to see how they add up to a coherent whole 

2 4 2 The project's ~competZtive edge" 
In probmg on the PAP1 project's "compehhve advantage ' m the eyes of GOP users and decision makers, 
we heard a remarkably consistent message there are no other fundrng mechanisms or sources that al- 
low for the land of focused response possrble through the tlexlble PAP1 project support structure We 
heard two mam reasons Fmt, the type of pohcy work that PAP1 was designed to support, both analysls 
and t m g ,  often has not recaved s d d e n t  aaenbon m program design and funding through the 
COP budget, other donor adrvthes, or other USAID miUahves l 1  The PAP1 Project has allowed COP a h -  
ues to respond to pohcy analysis and trainmg needs, such as the preparation of needed legdative texts 
or pohcy mculahons, as they amse Typical budgemg procedures for the GOP and for donor-funded 
achvlhes preclude such focused responses 

A few of the offiuals we interviewed mdicated that they rmght have been able to fund the parocular ac 
uvity from other sources, but dted likely delays and relawely cumbersome procedures as obstacles In 
this vlcw the P4PI project s approach of exarmlninc: a pamcular aavltv proposal on ~ t s  own merits 
rather than whn a comprehens~ve programmanc context, became an advantage It allowed actMtles to 
move forward that had merit in the eyes of the offlcmls concerned, but were not covered in the frame- 
work of more comprehensive programs that had funding 

In some mstances, PAPI Project support also allowed COP enhhes to address poky lssues that over- 
lapped several program areas, but did not fall completely under any one of them In these cases, Project 
assistance allowed for a coherent and comprehenswe treatment of cross-cuthng issues 

' As LSAID/Peru s acmnes are mcreas~ngly orgamzed around Svategc Oblecaves fundng for the typrcal PAPI Project actlwues 
has become awlable under each SO 
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Second, some of our respondents m&cated that actmhes supported by the PAP1 Project were cntical m 
the early stages of pohcy formulmon, m thea gestatton penod The Project enabled GOP enhhes to ex 
plore s p d c  pohcy issues before there was any p r o m c  comtment A "steady-state" budget, 
wdl pronde for these lands of exploratory efforts, but budgets m a penod of overall pohcy reform and 
transition are mhhely to meet needs In hs context, the PAP1 Project support has at tunes func~oned 
as "seed money, ' to prepare and launch pr0gmmmf.x efforts consistent with pohcy reforms 

2 4 3 Pronrotingpolicy dialogue between the private andpublrc sectors 
A vlbrant market economy depends m large part on the abhty of the private and public sectors to en- 
gage m constructwe halogue, to explore pohcy ophons and to ensure pa r t i c i~on  m the design and 
implementmon of dectrve market-onented pohues In economies without a strong market tradition, 
typrcally charactemed by concenmons of power m whatever prrvate sector exists, relahons between 
the state and pnvate enterpme are often marked by uneasy accomrnodafqn or confrontahon rather 
than constructrve dialogue In the course of economc pohcy reform, the private sector therefore has to 
learn to play an advocacy rather than an adversary role w-3-ws its pubhc sedor counterparts The PAP1 
project thereEbre has devoted a share of its resources (target 20 percent of the total) to help p m t e  
sector mshtutIons understand poky Issues better, prepare thm own analysxs of the opt~ons on the ta 
ble, and present ~ t s  posihons to stakeholders and demon makers m both the pubhc and prrvate sec 
tor 

For ~ t s  support to actl~lhes to strengthen the prrvate sector's advocacy role, the PAP1 project has 
adopted an approach Merent from that for pubhc sector actmhes It has estabhshed a Wershlp  
wth CONFIEP as a p n w  sector umbrella orgamahon, as its lead counterpart CONFIEP was selected 
because it represents a broad range of Peman busmess orgamahons Founded on September 11, 
1984, CONFIEP currently numbers among its members 2 1 assouattons and 88 chambers of commerce 
from w o u s  provmces, represenhng some 15,000 enterpmes naonwde G ~ e n  the relative mapen-  
ence of the prrvate sector m arhculatmg pohcy posihons and presentmg them m the Eramework of a 
constructwe dulogue, the Institutional Contractor has played a more achve role m proadmg techcal 
guidance, m addmon to a b s t r a t w e  support 

From what we have seen and heard, the PAP1 project has contnbuted signdicantly to strengthenmg 
CONFIEP s performance as an advocacy platform, estabbhmg and presenting prrvate sector conmbu 
hons to the pohcy debate Under PAP1 project sponsorstup, CONFIEP has conducted a senes of nahond 
sermnars on topics such as tax pohcy, resources ownership, exchange rate policy, unfair trade prac 
tms, labor, or enwonmental issues Many of these sermnars or ' conclbues' have taken place m the 
provinces to support d e w w o n  in the context of CONFIEP's efforts to strengthen regional prime 
sector o ~ o n s ,  such as Chambers of Commerce The project also financed a national survey of 
some 600 enterprises across the sue spectrum on the Perceptions of Entrepreneurs of Srructuraf. Re 
forms m the Country Thrs swey enabled CONFIEP to reach a better understandmg of the vlews of 
consutuenc) on the hechon and progress of stntcwral econonuc reforms 

CONFIEP does not represent the prrvate sector Its members can have Merent posiuons on particular 
pohcy Issues Nor does ~t see its role as a lobbylng organization Rather, it prob~des a forum for arum 
W g  and exploring prrvate sector vrews and reacuons regardmg a broad range of econormc pohcy a 
sues 

Yet wide we beheve that the PAP1 project has strengthened CONFIEP s l e a d d p  role m the pubhc pol- 
~cy debate, we have few mdlcauons that the events supported by the PAPI project themselves have been 
occasions for constructrve pohcy dlalogue Accordmg to our mterlocutors, attendance of pubhc sector 
demon makers at the c i h c h  has been lirmted, and their paruapatlon m the bcusslons and de 
bates has been ne&ybIe Tlus pattern has been due to a n d  reucence on the part of government 
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offiuals to take poslbons m a pubhc forum, but ~t has also been a consequence of the less than sab- 
factory workmg relatlonshps between the pubhc and the pnvate sector components of the PAP1 proj- 
ect 

2 4 4 Technzcal quality 
We have not had the opportunrty nor tune to review any of the stud~es or other documents prepared 
wth support from the PAP1 project m any detad In our mtemews, however, we found general satlsfac- 
hon wth the techmcal quality of the stu&es and other actMhes supported by the PAP1 project There 
were a few excephons when b e  responsible government officials expressed some reservations about the 
outcomes of a particular actMty In these cases, they assumed responsibility for the outcome, since they 
had been mvolved m the selemon of the consultants In one or two mtances, our mterlocutors blamed 
USAID regulattons (essemally the pramce of basmg remunerahon on salary history) for forung them to 
settle for "second best " We have no bass for pdgmg these clauns, but prudent contracting procedures 
often mvolve tradeof& between @ty and pnce Moreover, USAlD reguhions reqwe mtable jusbka- 
tron of proposed fees and set c&gs on these - sometlung that often seems to cause confusion and 
constemahonm countries m whch USAlD IS active 

2 4 5 Integration wztb USAIDffem's p o k y  agenda 
The design of the PAP1 project predates the establishment of the Stratepc Objechves and Intennedtate 
Results framework In admtron, hs stmkyc ti-amework has been evohg wb~& makes for a 
(somewhat) moving target Even so, it IS reasonable to expect that a pohcy-onented project be respun- 
slve to the stmeg~c pnonhes of USAIDPeru wthm the overd poky priorities of the Government of 
Peru 

There are a number of documents purporhng to show the contnbuhon of the PAP1 project amties to 
the achweinent of USAlD/Peru s Strateg~c Object~~es Even so, our d~~cussions with Mission personnel, 
especially the Straiegy Objectwe Team Leaders, suggest that these contnbuhons have been almost seren- 
&pitous, rather than the result of a coherent effort to leverage the PAPI project s resources in pursuhg 
S-c Objmves Overall, SO Team Leaders ~ndicated thar m e  constraints and work pressures usu- 
allv h t e d  helr abhty to conduct a thorough appmsal of requests for PAP1 project support The PAP1 
tea .  has clted the lack of mputs and comments horn the SO teams as a problem As a result, we found 
relatrvely httle awareness of any relevant accomphshments under the PAP1 project 

In at least one mstance, the Mlssion found out that ~t was supportmg two s u n k  efforts m the same area 
(environmental policy), one through the PAP1 project, the other with SO-&c resources Unfortu- 
nately, the two activihes approached the problem in Merent ways, presenting the COP with two mcorn- 
pmble approaches to strengthening the environmental policy framework. According to the SO Team 
Leader, efforts to bring the PAPI-supported activity in line with the W o n ' s  policy agenda in this crlti- 
cal area faled We understand that the COP opted to pursue the approach proposed by the consultants 
workmg hectly wth the Mmon s SO Team '' Another study fit much becter Info USAlDReru s envt- 
ronrnental pohcy agenda An assessment of the ' Enwonmend Impact of the Fisheries Sector,' con- 
ducted for the Muustry of Fisheries, provlded the basis for provisions concerning environmental prom 
oon m a new G a d  Fisheries Law (R M 208-96, dated April 5,1996) 

In another case, a PAPI-supported achuty did provide a valuable complement to the -on's policy 
dralogue with the COP The PAP1 project Bnanced a comprehensive review of the country Sarutary Code 

'' The PAPI Project Manager noted h a t  the PAPI consultanls are currently worlung wLh the COP on the mplementatlon of pm 
posh 
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Th~s remew resulted m rmprovements m the legal framework The Code now meets modem standards, 
fadtatmg better smtary control S~rmlarly, the PAP1 project supported an assessment of approaches to 
focus bas~c social expenhtures m the health sector, a topic of interest to both Strategc Objectrves #2 
and #3 

In the area of rmcroenterpnse development, a partu1a.r concern for SO #2, the PAP1 project allowed 
for some programmaW follow-up to pohcy mcmhon (see example m Sechon 2 4 1) The PAPI proj- 
ect financed a study on 'S t aqes  for the Development of Mechmsms for Subcontracting and F o m g  
Consom" as an approach to enhance the performance of small and m&m-sued enterprises (SMEs) 
m produchon and marketmg, mcludmg exports The study formed the bass for proposed legsbon to 
fachtate and support these mechmrns Prevlous lqslaDion &d not grant the land of legal protection 
to consorha of SMEs needed for engagrng effect3lvely m export markets 

One cross-cuthng theme in the acmhes supported by the PAP1 project, both on the pnvate and the 
pubhc sector sde, has been decentrimtwn, a major Issue under Strateg~~ Objectme #1 Several of 
these actrvlhes have reached out mto the provmces, m support of decentralrzabon programs Yet we 
found little m&cmon tha these efforts were considered as significant m the p u m t  of the hhssion's SO 
#1 I 

In terms of the mtegmon of the PAP1 project mto the hhssion's overall performance mo111tormg system, 
our readmg of the m&cators for each of the Strategc Objectives and thm Intermdate Results, and 
cross-referencmg them with the outcome measures for PAPI-supported ac t~hes  that we have seen, sug- 
gests few If any dlrect lurkages We beheve, though, that potenhal hkages emst, espeually m such areas 
as Int€!rm&e Resdt #1 3 (Locd governments more responsive to conshtuents), IR #2 2 (Increased 
market access for the poor), IR #2 5 (Increased produ~on/productivlty), or IR #4 5 (Sound enwon- 
mental pohaes estabhshed and effectwe legishon enacted) Incorporahng these h b g e s  mto the 
PAP1 project monitoring system reqwes of course that the project uses the w e n t  set of Stmeg~c Ob- 
jectrves and mdcators As we have noted, the Technical Unit, charged wth t e b c a l  direchon and 
overs~ght, IS currently workmg wth a set that IS about a year out of date 

W e  si@cant linkages to the Strakgc Objectrves and Intermdate Results emst, we are also struck 
bv the fact that a number of acbvlhes supported by the PAP1 project, mcludmg acmhes now under way 
(such as tramng m eduaonal eduabon), do not appear to fit well mto any of the Strategc Objec 
trves or Intermediate Results 

Overall, the project's wde range of acmties makes some signilkant contribuhon in the pursuit of Stra 
teg~c Objectrves of come h o s t  mewtable Yet we Meve that more proactwe management IS requued 
to ensure that project act~ties fully reflect the strategc pnonhes of the Wss~on w i h  the broader 
framework of the COP s development pohcies We understand that the project IS now placed w h  the 
context of SO #2, to us, that focus is appropriate and fully consistent with the thntst of the policies pur 
sued by the Peruvian authorities 

2 4 6 End-of-Project Status 
Amendment No 5 to the Project Grant 4greement c o n h e d  a set of arnbrhous oblecuves for he  end-of 
project stms - unproved pohcy anafysls mpabhty, impacts on myor economc and soaal poky de- 
asions, and unproved prhate-pubhc sector pohcy ddogue 

I t  IS cfifficult to a x e m  whether capabhties for pohcy analysis have unproved By d h t i o n ,  capabh- 
ttes refer to potential, whether latent or realized In terms of performance in pohcy analysis, we have 
found some md~mons of g m  wthm the context of the project ~tself We were told that the number of 
requests for asslstance has rncreased s~gruficantly, and that thelr quahty has unproved These trends ap 
pear to constttutepnmJacre ewdence for some achevements on the k t  Eon criterion that may be 
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ambutable to the project However, over the six years of the PAP1 project s existence, much has 
changed m the pubhc and pmate sector ennronment Many of these changes, exogenous to the proj- 
ect, may have put greater pressure on performance m the design and qlementahon of pohaes 

In terms of unpacts on W o r  economc and s o d  pohcy deusions, we see some accomphhments, as 
outhed m Section 2 4 1, although we need to stress agam that one cannot uneqwody attribute 
broader poky outcomes to parhcular mtervenhons The PAP1 project has moved away somewfiat from 
the 'major economc and social pohcy deuaons, and has focused more on the 'worlung level'' pohcy 
mplemenmon The pamapahon of several of the key economc demon makmg bodtes, such as the 
Muustry of Economy and Fmance and the Central Reserve Bank, in project-supported activities has been 
neghgible in recent years l h s  evolution reflects both shifbng poky concerns, with an effecttve 
macroeconomc poky framework now m place, and mcreased access to other sources of fundmg for 
broader development pohcy analyss and design 

Impacts on major economc and soad pohcy deusions have also been held m check by the somewhat 
dxsjomted nature of the amt ies supported by the PAP1 project The selechon of acmty requests has 
put htle emphass on prograrnmatrc consstency md coherence over tune Ilus pohcy does not appear 
to reflect any rnherent project constramt, but has emerged from the way the project has been managed 
As a result, there has been htde follow-up that mght have contnbuted to deepening or broadmg pro- 
ject unpacts m one parhcular area of economic or soda1 policy 

The PAP1 project record m rmprovmg the pnate-pubhc sector pohcy ddogue ~s not convmung, as 
&scussed above In our view, h s  outcome is largely a consequence of the structure and internal dy- 
namcs of the PAP1 project 

Concluston #1 The project has contnbuted appreciably to the design and implementahon of policy 
reform 

Concluston #2 The project has enabled GOP enhheS to address issues and needs that were d i E d  to 
deal wth under other fundmg vehcles, and has offered a flexlble and quick-response mechanism for 
respondmg to these needs that is rare m the panoply of support optlons 

Condus~on #3 The project has contributed to the emergence of a prrvate sector advocacy role, but has 
faded m establishg a satisfactory halogue between ~ t s  own prrvate and pubhc sector activities 

Concluston #4 On the whole, project activlties have been techmcally sound 

Conclusion #5 Project actwoes have not been su£fiaently integrated Into the overall purswt of policy 
pnonaes wihn h e  USAID hZlssion 

Conduston #6 The PAP1 project's achievements m terms of ~ t s  EOPS critena (ouhed in Amendment 
Yo 5 to the Project Grant dgreement) have been uncten 
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3.0 Organizational structure, management and imple- 
mentation 

3.1 Management structure of the PAP1 project 

3 1.1 The orzgtnal sttwcture 
When designed m 1990, the PAP1 project placed coorhahon of pubhc sector achvlties wvlthtn the Uf- 
fice of the Secretary General of the Pres~dency of the Repubhc, wth support of a Peruvian Techntcal 
Umt, and placed coordmahon of acbiwhes to support pnvate sector mmtrves wth the N*onal Confed- 
erahon of PnW Sector Inshtuhons Under the 1B0 Prqect Grant Agreement, the PAP1 project was to 
have two P m a n  qlernenmg agenaes A T e b c a l  Umt, under the supervlslon of the SGPR, was to 
serve as the rmplementrng agency for project t e b c a l  support to the pubhc sector, while CONFEEP was 
to be the unplepentmg agency for project acmhes rn the pmak sector 

In adhhon, rn order to ~dentrfy needs and approve requests for asslstance from pubhc sector enhhes, 
the structure also provlded for an Interrm~llstend Cornnuttee for Economc and Fmanual Affairs, whch 
was to be respons~ble for appromg the TU's quarterly and yearly plans Furthermore, the project design 
rncluded the estabhshrnent of a consultatme council compmrng the Secretary of the Office of the Presl- 
dent, the Pnme Mrntster or hs representme, the V~ce W s t e r  of Economy, the Head of the Natlonal 
Planrung InsOtute, the Manager of the Central Reserve Bank, the Pres~dent of CONFIEP, and the 
USAIDPeni Mmon Dlreclor 

3 I 2 Early zmplementatkm structures 
The PAPI project offic~aIIy started rn March 199 1, counmg on the admimsmve support of USAlD/Peru 
and the head of the TU In order to avo~d a delay m project start-up due to the absence of the Insbtu- 
hond Contractor - the Developrng Econormes Group was not selected as the IC untd March 1992 after 
an extended process - budget elements were re-ahped to temporanlv provlde techmcai asslstance 
through a Dlrect A I D lmplementahon h e  ltem 

Through t h ~ ~  budget h e ,  the project maally financed stu&es requested by the Mmstry of Economy 
and Flnance and approved by the SCPR and the CIAEF wth the t e c h d  support of the TU " In ad&- 
tion, funds were drrected to the prrvate sector through CONFIEP Moreover, some W g  amties Look 
place m late 1991 and early 1992 

After the IC was chosen, key personnel were to have arnved at post m June 1992 However, before DEG 
stdT arnved, the polrocal events of Apd 5 ,  1992, the closlng of Congress, led to a suspens~on of US 
government-to qovemment am%we to the GOP This delaved the mrt up of project acmties under 
the 1C Nevertheless, the project conmued to support pmate sector mtutwes through CONFIEP, umg 
the remarnrng funds m the D~rect 4 1 D Lmplemenratlon budget h e ,  which at that polnt were very h 
ited Dunng th~s penod, the TU supported the Project Coordmator m the follow-up and e v a l ~ o n  of 
these studes Lrrmted trammg was provided wth the Dues A I D Implementmon funds to support the 
GOP's p n m o n  process and to advance the econormc research of the Congress, as wd 

In December 1992, USAIDNashmgton approved resumption of full lrnplementatlon of the project 
through the IC The IC s Deputy Cfuef of Party was hred, but due to secunty concerns of the US Embassy 

'' Q e  undersland thdr h s  was the on11 ume thar !he CIAEF me1 

- -- 
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m Peru, the IC Chef of Party was unable to obtm clearance for permanent residence m Peru untd Sep- 
tember 1993 The tramrig officer of the IC also began work m September 1993 

In 1 9 3  (30 July), USAIDlPeru lssued Project Implementatton Letter (PIL) No 8 h c h  changed key 
elements of the project structure It effechvely elrmrnated the CIAEF as the oversght mhtution The 
CIAEF had only met once, m Apd 1991, and had not fulfilled its mtended funmon Its mactMty had 
become somewhat of a roadblock, smce workplans reqwred ~ t s  approval The envisioned Consulmg 
Counul never met and the Nattonal Planrung Insbbute eventually broke up, wth its funchons h d e d  
between the MEF and the Secretanat of the Presidency 

Implementahon of project actrvlhes accelerated m h e  1993, as a l l  IC advsers were h d y  m place, and 
as there was no longer a need to wait for CIAEF approval However, queshons as to what the role of the 
IC was as compared to the role of the TU created fnchon whch m turn affected the work under the 
project 

The Instituhonal Contractor, contracted by USAID/Peru under full and open competiaon m accordance 
wth USATD's procurement regulahons, was to provlde the requrred technical support services, and was 
to be also responsible for managmg project resources Therefore, although lt was clear that the IC 
would handle the management of the project's budget, there was a lack of clanty regardmg whch tech- 
mcal funchons the IC would undertake and h c h  would be the responsibhty of the TU PIL #8 (issued 
on 30 July 1993, that IS, before the arrival of the IC's h e f  of Party) m effect had gven the Technical 
Umt the lead respons~bhty m renewmg and p n o n m g  requests, leamg the Instituhonal Contractor 
pmarrly wth admmstratrve responslbhtm However, the contract wth the IC was I& unchanged untd 
Amendment No 5 m 1995 Thus, for two years the TU and the IC ned for the techmcal lead responslbrl- 
ity, each based on a document lssued by USAID/Peru prondmg conh-aihctoxy gudance l4 Largely as a 
result of these mkrnd  struggles, the technical resources offered under the contract were underutrllzed 

The 1990 Project Grant Agreement stated that the respons~bdi~es of the Techcal Unit were to 

Assign technical personnel from requestmg mstltutlons to work as counterpart to the IC con- 
sultants on each s p d c  study, 

Revlew the final draft of the studes prepared by the IC to venfy cornpfiance wth the terms of 
reference, 

Conduct m m g s  and semars for government Ministries to &cuss the stuhes and propose 
follow-up acmtles for traunrng and mformaiion disseminahon, and 

Coordinate with government agenda and the Inshtutional Contractor atl support reqmed to 
cany out the project This support will be geared to speufic studm, other technrcal mues 
and tmnmg 

" 4s far as a e  can determme PIL #8 was nwer countersigned by the Government of Peru In a memorandum dated September 10 
1991 the LSALD Prolecr Manager Ena Garland mformed h e  head of the Techrud Urut Clara Ogata de Kanamon ha1 PI1 #8 had 
been ellrnmred because of the missing GOP courier signature ( La PIL 8 h e  ehm~nada automiucamenle cuando no fue 
firmadd par el Gob~erno Bn embargo la AID prefiere rener 10s resultados de la evaluaa6n antes de mlar une nueva PIL Fol 
lorvlng the m ~ d  course ~rnplernentanon rmew the hfisslon negouated Amendment No 5 whch in effect confirmed the changes 
~ntroduced wth PIL #8 Amendment "l 5 then formed the basis for a contract mo&ficaoon Accorhng to W I D  the PIL was con 
sidered vahd ( estuvo ~ c u n  because 11 had been prepared at h e  request of the SGPR 
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The Project Grant Agreement also sad that ' the IC together wth the kchrucal mt d complete the 
terms of reference for the study subrmtted by the CIAEF and the SEP [later referred to as the SGPR] It 
conhnues, saylng 

The IC wdl select the appropnate consultants for the study and submt correspondmg resu- 
mes for the consideration and approval of the SEP Fmal deus~on on the selechon of the 
most appropnate consultant(s) for performance of the study wd, under the terms of the msh- 
tutlonal contract, be that of the IC 

The IC wdl cany out the study mth the support of the techma1 counterpart provided by the 
SEP l h s  team wdl also recerve support from the hason Officer of the orgnuahon that re- 
quested the study 

The IC wdl be fu.lly responsible for the qualtty of the study m e d  out by the contracted tech- 
mcal experts However, the iinal draft of the study wdl be rewewed by the SF2 to vedy the 
study's comphance wth the terms of reference, and to cerbfy the overall @ty and apphca- 
bhty of the analysis before subrmmg the final product to the requeshng orgmahon 

However, b&e of the absence of an IC m the early years of the project, the TU temporarily had been 
charged wth greater techmcal responsibhty than ongrnally enwsioned m the Project Grant Agreement 
a s  may have added to the resultmg confusion regardmg the techmcal role of each of these enhQeS, 
remforced by PIL #8 To some degree h s  sltuahon resulted m a battle of wdls ' between the TU and IC 
m late 1993 and m 1% %s, m turn, resulted m frustrahon on the part of IC and TU staff, delays m 
the sdechon of achwhes to fund, delays m the produchon of terms of references (TOR), and a degree 
of confusion on the part of users 

Furthermore, the IC was not staffed opumally to handle the heavy admmstrahve burden of the project 
The s a g  was more geared to a techmcal/policy advlsory role rather than the admlnrstratrve and proj- 
ect management role Therefore, there was a relatrvely steep leammg curve regard@ USAID procedures 
and reg*ons for the IC residents beghung m 1993, USAID personnel expressed thw concerns and 
m&cated that they spent considerable tune and effort to bring the IC up to speed This resulted in 
slower contracmg of consultants and other admuuswe delays 

Meanwhile, the relattonshfp between the IC and CONFlEP seemed to work smoothly The 1990 Project 
Grant Agreement m&mtes that ' the lead pmrate sector counterpart entlty d be the National Confed- 
erahon of Prrvate Sector Insbtutions (CONFIEP) CONFIEP, through ~ t s  Executne Board, mil be respon- 
slble for generahng and screening prolect requests for techrucal soudies and traming assistance 
CONFIEP, as the most broadly represented private sector organmuon in Peru, IS capable of providmg 
the reqwred back-stop support needed to dechvely rmplement project acbvlbes and clissermnate pro] 
ect results (AmpMed Project Descnphon p 4 )  

The IC was to provide the p m e  sector counterpart wth Lechrucal and admwstratlve support It per 
formed both these roles and, due to the lach of human resources in CONFIEP and a lack of clear objec 
tlves for the prime sector side of the PAP1 project deheated by the Project Grant Agreement, the IC 
provlded a relatively great degree of t.echruc.1 pdance regarhg a m h e s  to be undertaken 

A rmd-course evaluatlon (or management review) of the PAP1 project was c m e d  out m August 1994 
This evaluatlon de temed that the techrucal capabd~tm of the IC staff were not bemg taken advantage 
of to their best degree and that there was httle techrucal contact between the I( and government M m  
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mes, that the project s a h t r a h v e  procedures were complex, and that the project lacked strategtc 
focus, among other findrngs The evaluahon also m e d  qUeshOnS about the rehvely hlgh overhead on 
achvlhes hanced through the IC The management revlew recommended refocusing the project on new 
poky pnonhes, p d y  W e d  to employment concerns, and sunplrfylng b s t r a h v e  procedures 

In March 1 9 5 ,  the PAP1 project was extended to March 3 1, 1997, and its PACD was then subsequently 
extended to June 30, 1W7 Wlth the extension approved m 1995, several changes were made to the 
project, basically reflectng the changes already introduced m PIL #8 These moddlcahons gave the TU 
more power and vlrtualty sole control over the techrucal aspects of the public sector side of the project, 
even though USAID retains some duence In addmon, mdrvidual activihes mvohre counterparts 
(coordmators) represenhng the respechve governments agendes Meanwhile, the IC's role was reduced 
- ~ t s  techrucal fundrons wth regard to the pubhc sector were strrpped and it retained oniy an admm- 
istrat3lve support role as well as the responsibhty of managmg project resources The IC's role with re- 
gard to prrvate sector achuhes &d not change As stated by Amendment Nq 5, dated March 1995, the 
TU's pmupal funchons and respombhes are to 

In coordtnation with the USAIDDeru Project Manager, amdyze and prioritize proposals sub- 
mi& by the GOP, 

In coordination mth the USAlD/Peru Project Manager, and the requesfmg agency, revlew and 
complete terms of reference for speclfic project techma1 assatance and trammg wents, 

In coordimhon mth the requeshng agency and the USAlD/Pem Project Manager, rmew and 
approve the consultant work plans, 

Asslgn t e h c a i  personnel from requestmg mshtuhons to work as counterpart(s) to consult- 
ants on speafic studles, 

Revrew the £id draft stuhes to venlj comphance with the terms of reference, 

Conduct meemgs and sermnars for government Mmstnes to &cuss studm and propose fol- 
low-up achvlties for tmning and dsermnation, and 

Coordrnate wth government agenaes and the IC all support reqwed to carry out the project 
Thls support will be geared toward spedc  studm, other techcal lssues and tmnmg 

Amendment No 5 also defined s p d c  posittons wthin the projeci structure The head of the TU is 
Project Coordrnator The Project Officer and Project Manager are both located in USAID The Project 
Officer, a US Direct Hire, was to be responshle for proudmg guidance as needed on pohcy as well as 
on administrative aspects The Project manager, a Foragn Sexvice NaOonal, s responsible for overall 
project management, provides techrucal and admmstratrve backstop support for the Mmon, and 
serves as USAID hason with the IC and the TU The IC s Techcal Advlserficonomist a to act as adviser 
to the Project Manager on techruca) lssues 

Thus, the TU has remmed the mplernentlng agency and also has assumed the role of the technical 
support and rmew entity for public sector adivlbes CONFIEP has renrmned the uriplementing agency 
for p n w  sector activities The 1C has prowded techrucai support to CONFEP and has provided admm- 
I s m e  support to both implementing agencies Neverlheless, there is no structure or mdivfdual, 
whether m USAlD/Peru, the SGPR, the TU, CONFIEP, or the IC that prowdes overall strategic gudance or 
long-term planning for the PAP1 project 

-- 
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3 2 Efkwy of organizational structure 

In terms of finanung acuvrbes for a large number of GOP ent~t~es, the PAP1 project has been successful, 
and has been able to work wth and Implement stuhes and tmmng actrvlt~es for a w e t y  of pubhc sec 
tor organtzahons 

3 2 1 Pubk  sector partzczpatwn 
Overall, pubhc sector pamapahon m the project has been spread broadly Some 21 hfuusmes, agen- 
ues and enhhes have carned out actmues supported under the PAP1 project Figure 3 1 provrdes a 
summary overnew of the dWnbuhon of the funds spent under the project on pubhc sector activltles 
across major sectors of government actMty '5 

However, as it currently stands, the organrz&onal structure of the project hmders project unplementa- 
hon By separabng adrrrrmstrahve and techrYcal funaons to such a hgh degree m pubhc sector acm- 
hes, budget approvd and thus approval of project aCtMheS is slowed as a the contractrng of consult- 
ants W e  sepmhon of recholcal and adrrmustratme per se can be a useful dmce from a control per- 
spectwe, it creaks a potenhal for h a o n  and resultant m&denaes unless there 1s an adequate level 
of trust and coopemon among the entlttes respomble for each The structure of the project that 
evolved over tune represents an uneasy compromise between mamtammg adequate fiduuary overs~ght 
over the use of US government funds to ensure comphce tvlth ail apphcable laws and regulabons and 
the deslre to leave control over the substanhve use of these funds m the hands of the GOP If beet 
management of all admmstrahve tasks and mhdual  contractmg achons by USAlD is not an opuon 
because of lu t ed  staff and resources, admrrzlstrahve oversight is most easlly handled through contrac- 
tual mechmsms h c h  establish clear respons~ bhhes and standards for the contractor We are not 
convinced that the soluuon for teclmcal &rechon that evolved m the PAP1 project 1s the most appro- 
pnate option The 7X.J represents an enhty of unclear standmg that 1s ne~ther under the h e c t  oversight 
of USAID nor formally an mtegral part of the GOP 

3 2 2 ProJect mnagemetlt structure 
Chents of the P V I  project for pubhc sector actlvltm have lncficated that m most cases, the onIv m& 
vrdual related to the project wth whom they have contact is the head of the TU They work wth the TU 
to refine proposals requestrng project support, and then If their proposal is selected for h u n g  by 
the TU and USAlD/Peru, they work wth the 1Zr to develop the TOR The TOR are then subnutted to the 
USAID/Peru Project Manager for approval If approved, dm TOR, wth a budget and a hst of the &em s 
and TLJ's suggested consultant(s) are delivered to the IC and to USAlD/Peru The IC then revlews the 
budget and makes adjustments to dmct cost h e  items based on expenence and market quenes Be 
cause the IC has not been included m the work sesslons wlfh the ?Zr and dent, the dent feels that the 
IC does not understand thar oblewes or the 6nanaal needs of the technical work Indeed, some have 
mdmted that the TI understood thar n c d  \b-iult the IC d ~ d  not Thtre hdw been \omc dlcgatlon\ 
that budget control measures by the IC affected the TOR We have not been able to substantlate these 
clauns, but are aware that the IC has been under considerable pressure m fact largelv from the Tll, to 
hold costs down, and therefore has been trunrmng far born proposed budgets 

The allocauon among the major sectors was somewhat a r b m q  basically i&ng hffereni GOP enunes and asslgrung them to one 
of four calegones Soaal - Mrustnes of Educauon of Jusuce of Health of b e  Presidency and of Labor Producuve - Hms 
lnes of Agriculture of Mines and Energy of Rshenes and MIT[VCI Fmanaal - COFIDE COMEV SAFP and Economic - 
Mlnlstry of Economy and Finance COFOPRI IhrDECOPl Congress Forelgn S e ~ c e  PCM SGPR SI UD and SUEvAT 
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Meanwhde, staE of the IC have mbcated that they see the TU as havlng specifically "forbidden" them to 
meet wth pubhc sector chents Such a promion, whether real or percaved, makes ~t d6cult to clarify 
rmsunderstandmgs and reach common ground Both the TU and IC are a part of the PAPI project and 
should be mewed as such They should work together as a team 

With regard to selectmg and contractrng consultants to do the work, many of the chats do not seem to 
understand USAID C0ntraCh.g procedures They expect, and at tunes demand, that the consultants they 
have suggested wdl be chosen to perform the work and are upset by the IC's requeshng biodata sheets, 
salary history and the k e  (per USAID requrrements) When consultants do not agree to or cannot pro- 
vide the requested documentat;ton and are therefore disqualdied, the dents seem to blame the IC 
There is a disconnect between USATD/Peru, the IC and the TU, and clients do not seem to understand 
the relahonshrp between the three Thrs has particularly been the case smce Amendment No 5 Clients 
of actrvlbes unplemented pnor to 1 9 5  have mentroned meetmgs held m h  USAID/Peru represenmes, 
IC staff and TU sM, and have lnlcated that the process of TOR and budget approval and contracbng of 
consultants was rehwely smooth However, for those actmhes mplemented after Amendment No 5, h e  
compbts fiom chents have been consistent - t h e r e  IS too much bureaucraw T ~ I S  Erusmon holds 
true for those clients that have had a rehvely hlgh degree of contact mth USAID/Peru staff, as well 

3 2 3 Polzcy dialogue and USAlDfleetrrpolzq agenda 
The project management structure and the mternal fnchon among its elements has underrmned the po- 
tenhd of the PAPI project as a vehxle for USAIDPeru pohcy dialogue with the GOP Most pubhc sector 
clrents have hule $any contact wth the USAIDPeru Project Manager or Project Officer under the proj- 
ect, and do not seem to be aware of USATD/Peru's objecwes or pohcy agenda Thm pnmary contact 1s 
wth the TU, hch s consistent wth the Project Grant Agreement Amendment No 5 As described later, 
the procedures used for selectmg ac t~hes  to finance also h u t  USAIDReru s role m supportmg policy 
reform m Peru m areas that the Mw~on has identdied as priorities 

3.3 Working relationships 
The rehhonshps between Implemenmg Agenaes, the IC, USAIDPeru, the SGPR and dents my - 
some are stramed, some unequal, some non-emtent, and some good In general, the relauonshp be 
tween the IC and TU a stramed Pnor to the 1995 Amendment to the Project Grant Agreement, there 
were arguments over techcal roles and authority Foflowmg the Amendment, which placed an m o d -  
nate amount of control under the TU, arguments conbnued Although there are regular meetrngs be- 
tween the IC and TU, the relahonshrp remains s ~ e d  Accordhg to the IC, thev staff have repeatedly 
been mstructed by the head of the TU not to meet wth government clients or to call them directly, and 
to copy the TU on any correspondence between the IC and chents regardmg adrrrrmstratne mauers 
Meanwhde, dents at times have sensed anunosig between the TU and IC, and have md~caied that the 
comwcatlon between the two enhoes IS poor 

The relauonshlp between the IC and CONFIEP 1s good Cornmurumon a r e p h  and there IS a high 
degree of c o o p a o n  m irnplemenmg activibes 

With regard to the relattonshrp between the TU and CONFIEP, there is W e  cornmumciaon, but what 
httle there is seems strained as well Accordmg to CONFIEP, they attempted to have an informarion- 
shanng work sesslon with TU to see if they could work together on activiues promoang public-pmtate 
sector &alogue, however, they felt that they shared thm plans and dormahon but that the TU provided 
notlung m return and dsd not seem open to mvohg  CONFIEP m their actrvrbes Meanwh.de, the Head 
of the TU has sad that the Ttr offered to prowde techmcal assmnce to CONFIEP but that CONFlEP re 
jected thw offer CONFIEP has also indicated that the head of the TU has not wanted them lo meet wth 
public sector enuhes regardmg p m  sector acttvlhes 
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Accordmg to the SGPR, they currently have M e  Input rnto the day-to-day operations of the PAP1 proj- 
ect, but rather rely on the TU for h s  funcbon Their rehhons wth USAIDPeru and the TU are good, 
but h t e d  m the context of the project 

The relatlonshrp between the TU and the USAID/Peru Project Manager (and Project @cer before) has 
become rather meffectual Due to mstances m the past when the head of the TU contacted the Mission 
Dlrector to resohe problems or speed up procedures rather than gomg through the Project Manager or 
Project Officer, current UWfferu staff related to the project apparently prefer to avoid confronting 
the head of the TU d e n  problems me UW/Peru staff now seem to have httle control over the dire- 
hon of the project 

Meanwide, the relahonshlp between USAID/Peru and CONFIEP is posihve, although drect contacts 
seem to be h t e d  largely to discuss~ons of proposed acmhes Smce the IC techillcal advlser s worinng 
closely wth CONFIEP m developmg programs and actrvliy proposals, and also serves as technical aduser 
to the USATD Project Manager, comrn~cations are good 

FmaUy, pubhc sector dents have mcficated that thw worlung r&onshlp ulth TU has been smooth, 
that they havehad h#le or no contact wth the IC, and that what httle contact they have had wth 
USAID/Pem has been firre However, they have all mhcated that they do not understand the rela~onsbp 
between W, IC and UUD/Peru, and that hamg to work wth the three enotm complicates the process 
The pnvate sector dents have p m a d y  been pat-tmpants m tramng, or have been trade assouahons 
that have requested studies on Issues pertamng to therr sectors These dents apparently have worked 
well Wlth CONFTEP 

3.4 Adequacy of human r e s o u r c & i c t u r e  
Project-bced human resources are not bemg used properly The enore staff of the TU ~s hanced by 
the project, yet m &hon to representmg USAIDPeru and the project to the Government of Peru, the 
TU represents the Government to USUD/Peru ~urthermore, despite thw professional and acadermc 
qualdicahons, h e  two econormsts on the staff of TU have wtually no contact wth project dents and 
are not used to gve dmct techrucal assistance to these chats In fact, they have been excluded from 
meetrngs or worh session(; wlth these dents The head of the TU has mentroned that adrmrusmve 
support wthm the TU is madequate I b  

Human resources on the government side rnclude the tune of actrvity counterparts or coordinators We 
have come away born our d~scusslons that most of them have been actrvely rnvolved n preparing and 
conducmg the actwities 

The staff of the IC IS also project-hced After the 1935 Amendment, Ihe sidling profile of the IC was 
modified to reflect ~ t s  adnmstraave role Tius change unproved admuustrabve functions and reduced 
the time of consultant contracting The human resource levels wtfun the 1C are currently adequate for 
project management t h d  is for rnwapg the flow of funds and contracmg duws ' 4lso human re 
sources seem adequate for the h t e d  techxuc.1 role that the 1C has been held to However, we should 
note that we do not see an overwhelmmg caw for bmgmg m expatriate advlsers to handle admmstra- 

Any madequaaes or weaknesses In the adm~~strallve area w h n  the TU apparently were not a problem when the TI! offered 
COYFIEP 10 provide 3dm1rustrauve and techrucal support to the pnvate sector component of the pmlecl 

We should now tha there are d18erences of oplruon about the adequacy of resources for contncung ~n ~ts comrnenls the TL' has 
expressed dmausfacuon wth the speed of conlncung h c h  could be read lo Imply that the resources of the IC should be up- 
graded AI h e  same ume h e  IC feels that he ume requred for contracting is adequate The tlme we had In h e  field was not suffiaenr 
lo cam oul the demled revm of contncung hsrones to adjudmte between these clams 
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twe tasks, although thw mvolvement and oversight provldes a greater degree protecbon agmst pohh- 
cal pressures m contract negobaons '' 
None of the staff of CONFIEP are pad by the project However, one member of CONFlEP spends the ma 
jonty of her tune on the project h a n h g  log~~hcs and management funcbons This staff member is an 
economst, but 1s unable to provlde day-to-day poky gwdance on project proposals or actrvlbes under- 
taken 

The PAP1 project currently has a USAID/Peru Project Manager, but no Project Officer Furthermore, 
USAlDReru lacks a Program Econormst who could prowde general poky analysis and guldance 
Meanwbde, the Project Manager s charged wlth handhg both a b t r a t h r e  and technical functions, 
and therefore has M e  tune to devote to the latter 

The stnct dmsion of powers as well as the drvlslon between pubhc sector and pnvate sector actMhes 
results m an m&aent use of human resources More people are needed than would o thmse  be nec- 
essary If the project were more mtegrated If there were one team proudmg technical and admustratwe 
support, cornmucatton would be fidhtated, less m e  would be spent on formal meehngs, and there 
would be fewer mfr-astructure needs Whde separatmg techrucal and admmstratrve functions may have 
some advantages m terms of control purposes, it does create a potenbal for madendes rf hiction ex- 
lsts between the enbbes responsible 

As for mfrastructure, the office space for each of the mts seems adequate However, smce each ent~ty IS 
housed m a Merent part of the city, commucmon IS not as easy or constant as ~t could be Comput- 
ers and Lotus Notes have been mtalled m the TU, CONFIEP, USAID/Peru and the IC However, the IC IS 

the only enbty whch actually inputs data mto Lotus Notes and shares ~t Furthermore, reporting formats 
of the TU and IC are Merent and do not unmedutelv match up CONFIEP makes use of the IC's reports 

3 5 Adequacy and appropriateness of procedures 

3 5 1 ActZvZty selection procedures 
Two channels ws t  for the selecbon and p n o n m o n  of requests for pubhc sector actrvlhes The first is 
the rondz' system, under h c h  the SGPR m ~ t e s  every su months requests for support from govem- 
ment agenaes The second channel is the so-called fast-track system, used m instances requsnng IIII 
medme turnaround because of the cnhcai and tune-sensitwe name of the activihes Is channel has 
been used m a number of cases 

In general, procedures used under the project have resulted m s t u d m  and traming that address shon- 
term pnonty pohcy concerns of the COP and the p n w  sector Howwer, the studies and trahng are 
often isolated events, and although they may Bt into the programs of indMdual mlnistnes, there s not 
an overall coherence to the a m b e s  Furthermore, an issue msed by several clients has been the la& 
of follow-up 5tud1es or tmrung to ranforce pnor acuvms financed bk the P4PI project Internal con 
slslency or coherence a less of an rssue m the case of CONFIEP, whch IS a smgle enhty workmg m a 
programmmc context 

Many of the pubhc sector users we talked to ated the mabdity to count on follow-up and complemen 
tarv actnribes as a drawback of the procedures used Once an activlty is compIeted, requests for follo~. 
up acbvhes are submtted along wth other agenaes proposals m the smannual ' ronda." Because 

la Ths argumenr IS akin to thar underlwng the current trend toward mdependent procurement agenrs used In World Bank and 
other projeca The m a n  difference here are h e  relauvely small amounts involved 
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they are compebng wth many others, cltents have few assurances, If any, hat thm proposals for follow- 
up acclvltles wdl be selected for fundmg 

This feature is rooted m the project design, whch emphas~ed support for short-term s d  achmhes, 
rather than a programmmc pursuit of selected pnoniy areas The actrvlhes supported are Intended as 
"seed actrvlhes, to fadfate progress and to leverage resources for poky qlementahon We beheve 
that h s  design feature does not offer the best route to e n m g  Impact The worldmde experience m 
poky reform teaches us that focus and consBtency are key mgrdents m actuevlng the greatest impact 
for any p e n  effort 

Cl~ents have mh& that the process of submitbng proposals is a smooth one They receive &dent 
assstance and seem to understand the process Furthermore, dents seem pleased with the speed wth 
whch proposals are selected, and say that the length of the review and selechon process compares h 
vorably to that expmenced Hlth other finanung sources Nevertheless, they do not understand the 
process of selectmg proposals for fundmg They are aware that they are competmg with other potenhal 
cltents, but are not fully aware of the selection mtem Since only the "wmers" are notilied, and the 
"losers" do no! receve the mtten justlacatlon for the rejection of their reguests that the project design 
asked for, they can only Infer the selection cntem used 

It IS not apparent that there are clear selection criteria that are followed The TU pnorihzes proposals 
recaved, takmg mto considemon the qual~ty of the proposals, the general fit with the project's objec 
hves (wh~ch are broad), and the relatrve importance of the issues addressed by the proposal m the 
opmon of the TU and SGR? Ths bt is then dehvered to USAID/Peru, wh~ch then detenztnes which 
proposals fit best wthm the Mission's SOs and wthxn the general objectwes of the project USAID/Pem 
and the TLJ then negohate to determine the final set of actrvlhes to be 6nanced by the project, There 
fore, the actMhes selected are acceptable to both the COP and to USAID/Peru, but there is no strakg~c 
hmework wt.ltch p d e s  then selechon 

The procedures used to prepare TOR seem to work smoothly, however, adjustments could be made 
which would speed the process and result in a better product Chents whose actlvltres have been se- 
lected for fhancmg prepare TOR and a k t  of possible consultants and submt these to the TU The 
head of the TU and the two economists on staff then review the TOR and suggest improvements and re- 
finements Cttents have said that thm meetings with the head of the TU to ~ISUISS changes have gone 
well, however, sometimes the TOR has to go though a couple of rmions Ihe TU staff economists are 
not included m meetings with clients and therefore cannot ask chents drrectly what their overall objec- 
uves are If the economtsts were wen the opportmty to meet with or call chats to discuss their TOR, 
thev codd more easffv help the &ent rmse the actlvlty terms of reference to result m better more use 
ful stuhes and trauung sesslons 

USAID also has mputs mto the TOR before they go to the IC The Project Manager on many occasions 
has suggested modi8ca4ons in the TOR before the acavity could be approved 

Completed TOR with budgets and a hst of possible consultants are submitted to the IC As discussed 
earher, the IC works to refine the budget based on its estimate of costs However, the IC does not meet 
cfirectfy wth pubhc sector dents As discussed before, this slows the process to some degree and also 
results m some negatrve f&gs from the dents The dents do not understand the relatlonsbq be- 
tween the TU and IC and do not have contact with the IC, and therefore do not understand why a 
budget discussed with the TU fi not approved as is Furthermore, as was disarssed earlier, clients seem 
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to expect that the consultants they have suggested dumg the consultant selmon phase wdl be lured to 
perform the work and do not understand the reqwements of the contracung process Because the IC 
has a greater degree of cornmumcabon wth CONFIEP, these same problems do not seem to anse on the 
private sector side 

In general, chents seem smsfied wth the products dehvered, whether they are stuhes or tmmng acbw 
bes Some cltents get mvolved to a greater degree than others wth the supemsion of the actrvlhes The 
TU and CONFIEP also supeme a C t ~ h 6  - momtormg stuhes and trauung sesslons and rmmg the 
results Although USAIDPeru eventually recmes all of the hal stuhes, the studies are not always d&- 
ered medmly and m some cases, parts of the stuhes are declared confidentd or "reserved" by the 
TU and are not forwarded In adhtion, USAIDReru is not equtpped to revlew many of the b.l products 
and ~nstead rehes on the satshct;lon of the chents and ~mplementmg agenues Furthermore, many of 
the SO team leaders w i h  USAIDPeru do not seem aware of project stuhes and training actrvibes un- 
derway or of past project actrvlbes whch affect then areas of mterest, although the PAPI Project Man- 
ager sends them the proposals for comments 

The pubhc and private sector users or cltents of the PAP1 project seem to be pleased wth the project as 
a source of fudding and believe that study hdutgs and training or dsermnation achvibes have been 
valuable A repeated compht  is the lack of follow-up - because these cltents compete wth others 
for funds, follow-on stuhes or tmnmg are not assured or even hkely USAID'S rnfluence on the project 
acby1bes 1s minunal and there 1s no overall program or stratqc plan g w b g  whch poky issues are 
addressed and how Over the last year or so, the project has been placed under SO #2, and the SO 
Team &scusses the appropriateness of the PAP1 achwues accordtng to the SO mandate We consider 
that a step m the right dmcuon, but ~t appears to be reactwe, rather than proactwe gwdance 

3 6 Conclusions 
Concluslon # 7 The project has mvolved a broad range of COP enhhes 

Conclusion #8 The project structure is complex, even after the attempis at s t r b g  under Amend 
ment No 5, and 1s confusmg for the execumg agenues 

Conclusion # 9 The structare of project lrnplementation has unpared USAID s parhupauon m pohn 
halogue 

Concluslon # 10 Poor cornmmcation between members of the PAP1 team has reduced h e  &caq of 
the project and has resulted m poor morale USAID contr~buted to the confusion by isslung a Project 
Implementation Letter that entarled a rnqor realignment of responsibilities without modifymg the tech- 
rucal assistance contract accordingly As a result, for almost two years two project entities - the TU and 
the IC - could point to a mandate bom USAID for havmg the lead responslbrlity on technical s u e s  

Concluslon # 11 The management of project funds as a semannual sweepstakes or compebhon has 
severely mpzred the abhn to use project support in d progrmnmc fashion (for ttunple, cornbmmg 
research, trammg, consensus burldtng and dssermnmon) The result has been a collection of a farh 
large number of (mostlv) useful acuvittes, but a coherent thrust that would opmze poltcv Impact has 
been lacking 

Conclusion # 12 There is no clear srraieg~c framework or speak  critena used for the selecuon of ac 
uvlues to be funded wthm the context of the COP s overall development pohcy pnonhes 
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4.0 Lessons learned 

4 1 Rationale 

Lesson #I A project provldmg a flexible qulck-response mecharurn to allow government agenaes to 
address mtml issues as they m e  m be process of art~culahng and lmplernenhng pohcy reforms is a 
valuable dement of overall development assBtance 

Lesson #2 Properly used, such a project can advance USAIDDeru's pohcy reform agenda by address- 
mg pnonties mthm selected Strategic Objmes, and cornplernentmg policy work w h  Strategrc Ob- 
jectrves by focusmg on cross-cumng themes and areas of common pnonties If the necessaty process of 
rmew and gudance across m o u s  Stnicgc Object~ves a too cwnbersome and rneffechhre, given time 
and resource constrants w h  the SO Teams for such funcbons, a focus on a smgle Stmkg~c Objective 
1s essential 

Lesson #3 ' h s  type of project places a prmum on s w c  management procedures to ensure a 
common understanding of pnonhes and procedures among d parhapants Smce poky pnonhes 
change over tune, espeually m a perlod of rapid translhon, such a project needs a built-m capabhty to 
revlew specific objechves and areas of concenmon, and revlse them as necessary on a conhnwng ba- 
sis Without t h ~  capabhty for s-c management, objectrves once appropriate may no longer apply, 
allomg for a s o h g  of the project focus, and the posslble inclusion of acmbes that may be h- 
able, but do not reflect current pohcy pnonhes 

Lesson #4 To realize the potential of such a project as a vehicle for strengthening 16 poky dialogue 
wth the GOP and advanung its pohcy agenda, USAlDPeru needs to m t m  direct control over whab 
ever structure is used to set and momtor substantwe dvectlon for the project, and to ensure adequate 
human resources for both techmcal and admrrustratrve tasks A hands-oft" approach entails the risk of 
spendmg assistance resources on actrvlues that relate rnargmally to the Mmon strategy Relying primar 
dy on USAID-funded counterparts for stmttgc leadershp comphcates matters, because that group IS 

nather fully part of the GOP structure, nor subject to USAID oversight The project management stnu: 
ture that has emerged under the PAP1 projed has proved meffectrve for promomg EAID/P~N-GOP pol- 
icy ddogue 

Lesson #5 If a ton& system IS used in this type of project (I e , selecdon of acthties from requests 
after sollatatton), proactwe outreach IS required to encourage subrmssions that reflect policy prionhes, 
and to make certain that potential appircants have a clear understandmg of these pnondes and the as 
soaated selection critena 

Lesson #6 Even m a mnriii system, a mechmm should be put m place to allow for more program- 
mahc support (follow-up or the combmatlon of research, trmmg, consensus budding and Qssemh 
h0n) m appropriate sltuatlons 

Lesson #7 TechnlcaI guidance and monitomg as well as admmstrative guidance should be straight- 
forward and sunple, thus reduung costs and confusion and fadtabng better ~ntemal comrnurucatlons 
and closer monitoring by USAID/Peru 

Lesson #8 In the Peruvian context, fundmg pubhc and pnvate sector actlvltres under one Project 
Grant Agreement, but separatrng the enhtles supervlsrng the aclmhes, has the polent~al of creahng fnc 
tlon and hampemg rather than promoting construcuve pohcy Qalogue between the two partners That 
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may be less of an issue If both techcal  drecuon and admmstrauon are more closely controlled by 
USADDPeru itself 
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ANNEX A 

USAID/Peru9s Strategic Objectives, Intermediate Results and 
Indicators19 

Strategk Objective No I Broader Citizen Partidpation in Democratic Processes 

Intemdtate Result I I 

In&cators 

Intermedtate Result I 2 

In&cators 

(a) Percent of utuens that are active members of at least one crvrl society 
orgamahon 

(b) Vahd votes cast as a percent of eligible voters m elechons 

(c) Percentage of ahzens satrsfied wth thew oppomhes to parimpate m 
deusion m h g  at Merent levels of government 

More effectzue nutronal zttstztutzons 

(1) Percent of cibzens who beheve that dechons have been free and h 

(2) Percent of cihzens who feel that key natronal lnstitutrons are effectwe 

Greater access tojusttce 

(1) Percent of utrzens who belrwe that the ju&uary ~s responsrve to thw 
needs and demands 

(2) Change m State Department Human Rights Report assessment 

Local governments more responssve to cotlstrtuenis 

(1) Percent of cldzens who beheve that local go\r-ernment is responsive to 
their needs and demands 

(2) Percent of local governments' development programs developed with 
popular partlcipmon 
(3) Percent of local governments holdrng regular public town meetings and 
budget hearings 

Czt zrens better prepared to exerctse nghts and responsrbrlztres 

( I )  Percent of aozens who are aware of funcoons of key mstituuons 

(2) Permt of citizens who are aware of basic rights and dvtc responsibh- 
ties 

l9 Cf U W D  Country Deuelopmenf Strategy for Penr FY 1997 FmOOI As we were conducung rtus eduanon, USAID/Peru was 
completing 11s R4 report. whxh may ~ n d u d e  some updates and modficanons The indca~ors  correspond lo a prehrmnary vers~on 
and are herefore llhelv 10 be modtfjed 
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Stratentc OMecttve No 2 Increased Incomes of the Poor 

Indicators (a) Value of expendmre per capita of the poor 

(b) Percent of poor and extremely poor m the popuhhon 

Intemtedtate Result 2 1 Improvedplzcles 

In&cators (1) Percent of government budget dmcted to the poor 

(2) Legisbonhegulahons f a ~ ~ g  access by the poor to productwe re- 
sources/oppo~hes - 

Internzedtate Result 2 2 Increased market access 

In&cators I (1) Number of new markets for selected products 

(2) Value of sales of selected products 

(3) Volume of sales of selected products 

(4) Number of rmcroenterpnses estabhshed/strengthened 

Intermedtate Result 2 3 Impwed capaCr@ of the extmwbpoor 

(1) Percentage of households m extremely poor d~~tncts wth uns&sfied 
basic needs 

(2) Number of nutntlonally at-nsk children m targeted f&g programs 
showmg posltwe growth trends 

Intemdsate Result 2 4 Slreng2hened otganzzatwnal c)utlRach 

Indxators (1) Number of orgamahons wth managemen1 systems m operahon 

(2) Level of orgmat~onal efficiency 

(3) Level of oqynmnonal effectrveness 

(4) Degree of service dehery 

lntermedsate Result 2 5 Increasedproductron/productrvsty 

(1)  Percent change m ~ ~ c l d s  per ha of selected small f m e r  c rop  

(2) Cost of producuon per umt of output m rmaoenterpm 

(3) Percent of target populauon usmg teclwcal mputs/technologies 

Strategic Objective No 3 Imprmed Healtb, including Family Plannr ng, of Hzgb-Risk P o p  - 
iatdons 
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(a) hf%t rnodty  rate 

(b) Under-he mortahty rate 

(c) Maternal m o d t y  rat10 

(d) Total f e d t y  rate 

htemzedtate Result 3 1 

Indcators 

Intemzedtate Result 3 2 

Inhcators 

/nterinedafe Result 3 3 

Indicators 

Intetrnedaate Result 3 4 

Indicators 

people take apppnatepmtzve m t m  

(1) Immurllzatlon coverage of under-ones by type of n c m e  

(2) I m m m o n  coverage of women m high-mk areas who recave two 
doses of tetanus toxoid vaccrne 

(3) Contraceptwe prevalence rate 

(4) Condom dstnbuhon and purchase 

(5) Propomon of pregnant women who bendt from at least four prenatal 
care VIS& 

(6) Inudence of key emerging dseases 

People &ke apppnatepromotzve actaims 

(1) Couple-years of protection 

(2) hrdhon of exclusrve breasifeedmg 

(3) Percentage of ch~ldren aged 6-9 months who recerve two darly m o m  
of appropriate wmmg foods 

Pmpk tuke app'oprtate watm a c t m  

(I) Case fatahty rate of cholera 

(2) Infant deaths due to acute resplrafory mfectlons m health fachues 

(3) M a t e d  mortality ratio m health fadties 

(4) Treatment of gmd tract mfmons 

Suskzrnable instttutrotas and operaf:ons are rn p k e  

(I) Pohcy reforms 

(2) Percentage of targeted personnel from USAID pnonty targeted reg~ons 
that are tmned m key pmary health care mterventlons 

(3) The successful unpiementation of a permanent m-smce frairung sys 
~~.III for the MtIllstry of Health 

(4) Number of days of stock-outs of contraceptives 
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Strategic Objective No 4 ~mptmted Envimmental Manugetnettt in Tatgeted Sectms 

Intemzedtate Result 4 I 

I n t e m d ~ t e  Result 4 2 

Inhcators 

/ntermedsate Result 4 3 

Indlcatotc 

Intermedtate Result 4 4 

Indicators 

Intemdaate Result s 5 

Indxators 

/nfennedrate Result 4 6 

In&aors 

(a) Percentage of pubhc that percaves effectwe achons have been taken to 
Improve ENR management 

(b) Protected areas management Index 
(c) Percentage of sohd waste properly hsposed of m legal s m m y  landfills 
m Lma 

(d) Percentage of lndustrlal plants that have adopted value-added pohion 
preventton rneasues 

InstttutzonaE capaczty of the GOP andprtvute sector strengthened 

(1) Effechveness score for GOP and CONAM capauty m terms of ENR pohcy- 
malung and mplementahon 

(2) Number and type of pohcy research mues carned our, dmussed m 
pubhc fora, wdely dssermnated, and poky proposals developed by private 
sector InStttUhOnS 

(3) Number of stmtqc plans, vlsron statements, or pohcy proposals devel- 
oped through part~upatory workshops of targeted avd souety groups 

Mobzlzzzng publzc support for environmental tmprovements 

(1) Percentage of people who understand and are concerned about pollu- 
tton prevenhon and sustamable management of n a h d  resources 

/ n m t m  tech- t R c t e d t h r 0 U g h ~ t ~ c . t ~  

( 1 ) Pdot projects related mdmtors 

Cosf -effecttve sustamzble pracfrces adopted 

(1) Spedc practrces repheated or adopted w h  a larger umverse 

Soundpoltcres &itshed and effectwe legihtwn enacted 

(1) Effectiveness score of ENR policies estabhshed and legislation enacted 
wth substanod and extenswe partlapaon of ml soclety 

( 2 )  Percentage and number of targeted pohcm and leg&iuon overlaps, 
mconswtenaes and gaps elmmated by the Inter mstena l  coorbamg 
bod\. 

(3) A Natlonal Environmental Plan estabhshed wtfi pubhc and prrvate sec 
tor consmus 

Olber donor ~ntlestments mereused 

( 1 )  Amount of other donor ENR acQvlty mvestment 
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(2) Percentage Increase m fundmg allocated by COP and other donors to 
PROFONAMPE 

Speciul Objectdue Reduce Illicit Coca Production in Target Areas in Peru 

lntemdurte Result 5 I 
I 

Intemtedtate Result 5 2 

In&calors 

f n t e m d u t e  Result 5 4 

Indlcarors 

(a) Number of coca hedares m productson m targeted areas 

(b) Volume of coca leaf producbon m targeted areas 
(c) Number of commuIu.hes comrmtted to support altemahve development 
&om in target areas 

Increased tncome and employment from ltczt economtc acttvtttes tn target 
m m  

(1) Number of full-me job eqwvalents generated 

(2) Value of produchon of legal agriculture crops 

(3) Value of produaon of off-farm aCtMheS 

Improvedgual~tyofllfe zn tatgekdmm 

( 1 )  Percentage of populahon m target areas wth access to basic semces 

(2) Percentage of local governments m target areas implernenhng projects 
wfh uhzens parhdpaUon 

Increased awareness of danuages mcaused by drugprorkLctkm and use 

( I )  Lwd of drug awareness m target areas 

(2) Number of comrnwty groups engaged m drug prevenhon actMties in 
target areas 

(3) Percentage of P e m a n  who tlunk that drug produchon, tral3clang and 
abuse is a major problem for Peru 

Suppressed narcotrcs ~raffickzng through law en forcement and interdtc- 
tron egorts 

( 1  ) Pnce of coca products m target areas 

(2) Volume of cocaine base mobhzed 

(3) Reduced aMllabrltty of processed coca products or unprocessed coca 
leaf destined for proceshg to drug trafEckers 
(4) Sawre or destruc~on of rllrclt drugs and chermcals used for their 
processing 

(5) Arrest and marcemon of major drug tdXchers 

Increased other dnwr rmd W P  actzvit~s rtz alternattw d?mbopllzent 
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(1) Amount of GOP Pubhc Treasury funds budgeted for target areas 

(2) Amount and number of new other donor actMtles 

(3) Percentage of target areas rncluded rn geographc focus of multilateral 
development bank projects 

(4) Complehon and presentation of COP Nattond Alternatrve Development 
strategy 
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Annex B - list of individuals with whom the Team met 

I.wm 

Enc Zallman, Mssion Duector 

Jorge Alarcdn, PAP1 Project Manager 

Mrnam Choy, PDP S t . u a t l o n  Officer 

Jaune Correa, Project Development Officer 

Walter Raffo, Smmty Officer 

Eduardo Albareda, MSP Coordinator, ORD/PENRD 

Joseph Lombardo, PDP Chef 
I 

Harry Wmg, Chief of ORD 

Susan Brems, Chief of Office of Health, PopulaQon and Numtlon 

Lms Sermnano Canaso, Pubhc Health Assessor m office of Health 

Stan Stalla, Chef of Office of Local Government and Alternme Development 

Alan L Davls, Chef of Enwonment and Natural Resources Office 

Jeff Borns, &ef of Office of Democracy 

Arturo Bnceiio ha, former USAID Economist 

Ena Garland, former PAP1 Project Manager - 
Ing Jose Kamrya Teruya, Secretary General of the Presidency - 
Clara Ogafa de Kanamori, Cluef of Technld Unit 

Lourdes Coll, Economic Specialist of Technical Unit 

Flena Fcparza rconomc Spmahst of Techcal lfnlt 

Curllermo Runcman, former Chfef' of Techcal Umt - 
Carlos Gasco, Chef of Party 

Jorge Vega, Deputy Cluef of Party and Econormst 

Damel Schydlowsky, Chauman of the Board of BIDE 

Roxana Rarrantes, former trarrung @st 
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CONFlBP 

Manuel G Llosa, General manager of CONmEP 

Eduardo Dwota A&&, former General Manager of CONFIEP 

Caroh Leon &#man, Manager of Stud16 and Projects 

v 
Mana Esther Cuadros, Ministry of Education 

Gustavo Yamada, Muustry of Work 

Carlos Paredes Salazar, COmDE 

Nancy Torrejon Muiiante, Muustry of Educwon 

Cesar palormnb, Muustry of Educahon 

V~ctor M Loyola Romo, MITINCI 

Franusco M m o m  Sormam, Programa de Pequeiia y Mcro Empresas 

I& M B h  Bresuam, Programa de Pequeiia y M.~cro Empresas 

Fernando Zavala, INDECOPI 

Ernesto Franco, INDECOPI 

Geofkey Cannock, OSWl'EI, 

Jorge Melo-Vega Castro, OSIPTEL 

Cesar Guadalupe, SUNAT 

F k  Ponce former MEF stafl 

Eco Carlos Gumero Lopez, CONASEV 

Mano Cardenas Dm, CONASEV 

W h  Arteaga Donayre, Ministry of Agndture 

Neride Sotomanno Maturo, Ministry of Economy & Finance 

Jose Valderma Ldn, h4hiay of Economy & Frnance 

Consultants 
Gabnel Ortu de Z d o s ,  Executive Director of APOYO 

Rosa h a  Balzamr, Director of Projects, APOYO 

Luis Paz Sitva, Sector Agroindustna, PROMPEX 

Dr Javm Escobal GRADE 
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